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ABSTRACT 
Professional associations and professional relationships are a feature of the social 
structure of all advanced societies.  Professional associations perform or provide a 
number of functions and services for professionals and for the organisations 
employing them: Continuing education, admission to practice, certification and 
credentialing, educational standards, enforcement of standards, codes of ethics, and 
standards of performance, meetings, social activities, newsletters, and journals.  
Professional association membership is therefore very valuable to professionals and, 
in turn, for the organisations which employ those professionals, because of the wide 
variety of important functions served and services provided by such associations. This 
value cascades through to the economy of the countries in which the associations 
perform.  
This study seeks to contribute to the increased effectiveness of professional 
associations in South Africa by assessing the level of organisational effectiveness 
within these associations, and the factors that affect such effectiveness.  It is hoped 
that this research will provide the necessary information to enable senior stakeholders 
within the associations to make better decisions, and formulate better strategies to 
improve their effectiveness. If challenges of ineffectiveness are not addressed, the risk 
is that these associations might not achieve optimal effectiveness and growth, with 
negative impact on the professionals they serve, and the economy.  Conversely, and 
optimistically, improvements in the effectiveness of professional associations, will 
positively impact the professionals they serve, with cascading benefits to the economy. 
Convenience sampling was used to target the senior staff or office bearers within the 
48 SAQA registered professional associations in South Africa, at the time of survey.   
Self-constructed instruments were used to measure the variables included in the 
hypothesised model.  Open-ended questions were also included in the questionnaire 
in order to capture qualitative information about professional associations. 
Using STATISTICS Version 10 (2010), the data analyses included exploratory factor 
analyses, the calculation of Cronbach alphas and Pearson correlations, and the 
content analysis of qualitative data. 
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The most important finding of this study is that being an effective learning organisation 
(ELO) is an important indicator of a PA’s organisational effectiveness.  To be an ELO 
means that the PA should continuously strive to learn and improve by conducting 
research that benefits the association itself, its members, its sector and its country.  It 
is therefore important that PA’s focus their efforts on becoming effective learning 
organisations by planning and directing their resources on achieving this objective.  It 
means that PA’s must employ or contract in intellectual resources that would enable 
them to stay at the cutting-edge of services that their members and clients want.  This 
would require PA’s to ensure that they have the continuous services of high calibre 
researchers.   
The second important finding of this study is the indication that membership growth is 
another measure of a PA’s organisational effectiveness.  It has already been reported 
above that being an ELO drives membership growth.  The fact that being the first-
mover in the industry increases membership growth is an indication that PA’s should 
capitalise on this strength, by always striving to be the first in everything its members 
and clients require, or will require.  This calls for PA’s to conduct continuous 
environmental scanning, and the required research and development to deliver 
products and services first to their members and clients.  The fact that competitive 
characteristics drive membership growth indicates to PA’s that they could attract more 
members if they maintain and improve service levels; continuously and effectively 
lobby government for better services for their members and clients; develop and 
deliver unique services to their members and clients; protect themselves against 
imitation of their resources and skills, outperform their competitors; and continuously 
enhance their credibility compared to other professional associations. 
 
 
 
 
Key Words: Professional association; organisational effectiveness; learning and 
growth; member organisation; member growth.  
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CHAPTER 1 
SCOPE OF THE STUDY 
1.1 INTRODUCTION 
South Africa has an extensive and well-developed professional services industry 
(Professional services in South Africa, Anon, 2010).  Professional organisations and 
professional relationships are a feature of the social structure of all advanced societies 
(Ackroyd, 1996).  Originating in the late seventeenth century, professional 
associations are sometimes referred to as professional bodies.  In the present study, 
the terms professional associations and professional bodies are used synonymously.  
As far back as 1958, Merton (1958) defined a professional association as an 
organisation of practitioners who judge one another as professionally competent.  
Collins English Dictionary (2010) defines a professional association as a body of 
persons engaged in the same profession, usually formed to control entry into the 
profession, maintain standards, and represent the profession in discussions with other 
bodies.  
Professional associations perform or provide a number of functions and services for 
professionals and for the organisations employing them: continuing education, 
admission to practice, certification and credentialing, educational standards, 
enforcement of standards, codes of ethics, and standards of performance, meetings, 
social activities, newsletters, and journals.  Professional association membership is 
therefore very valuable to professionals and, in turn, for the organisations which 
employ those professionals because of the wide variety of important functions served 
and services provided by such associations (Yeager, 1981).  This value cascades 
through to the economy of the countries in which the associations perform.  
According to Harvey and Mason (1995), professional bodies fulfil three roles, namely: 
 Professional associations look after public interest.  This results in them being 
viewed as credible and legitimate by members and stakeholders; 
 professional associations look after the interests of the professional members 
or as a learned society and provide for continuous professional development; 
and 
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 the professional body looks after its own self-interest, and governance ensures 
sustainability and perpetuity.  This is where balancing of control, between 
organisational and member’s interest becomes crucial.  
Professional bodies are common to the sectors like accounting, medicine, law, 
engineering, construction, etc.  Many of these bodies are controlled by a constitution, 
which controls its members, as well as determines the extent to which the members 
will be serviced by the body.  Common institutional documents include the constitution, 
bylaws and code of conduct, but are not limited to these.  They are also commonly 
referred to as “voluntary associations” in South Africa. 
The dilemma for professional associations is that while they report to, and regulate 
their members, to an extent, they seem to face some obstacles required to operate 
effectively (Watkins and Drury, 1999).  Mostly due to the frequent lack of appropriate 
resources and skills, these professional associations do not always operate at an 
appropriate level of effectiveness. Hence, the professionals being served also do not 
always get all the expected benefits from these associations, and the opportunity cost 
of this can be a major loss to the economy.  This problem is one faced across many 
sectors, and whilst some sectors have been operating such associations very 
successfully, there are many sectors that do not (Ostrower, 2004). 
Furthermore, from 1987 to 1997 about 233 609 people, mostly professionals, 
emigrated from South Africa (Meyer, Brown and Kaplan, 2000).  Hoppli and Kaplan 
(2012) estimate emigration numbers to be as high as 758 000 at the end of 2010. 
According to a variety of sources, including estate agents, removal companies and 
emigration consultants, more highly skilled South Africans are considering emigrating, 
with many citing the power crisis as a major contributing factor to their decision to 
leave (Energy News, 2010).   
Other reasons cited are high levels of crime, perceptions of a high cost of living and 
levels of taxation, and the perceived decline in the standard of public services, notably 
health and education delivery.  According to the Organisation for Economic 
Cooperation and Development (OECD, 2013), South Africa is advancing 
economically, but it still has not achieved its potential.  The OECD emphasises that 
unemployment remains one of the main challenges for the country, while the 
unemployment rate increased in the first quarter of 2014 (STATS SA, 2014).   
Concurrently, South African professionals are attracted by salary packages and career 
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opportunities in the advanced industrialised countries of the world (HSRC, 2010).  The 
retention of professionals is therefore an important issue for the South African 
economy.  The organisational effectiveness of professional associations could play an 
important part in the retention of professionals, and the cascading effect on the 
economy cannot be ignored. 
The present study seeks to contribute to the increase of effectiveness of professional 
associations in South Africa by assessing the level of organisational effectiveness 
within these associations, and the factors that affect such effectiveness.  It is hoped 
that this research will provide the necessary information to enable senior stakeholders 
within the associations to make better decisions and formulate better strategies to 
improve their effectiveness.  If challenges of ineffectiveness are not addressed, the 
risk is that these associations might not achieve optimal effectiveness and growth, with 
negative impact on the professionals they serve and the economy.  Conversely, and 
optimistically, improvements in the effectiveness of professional associations, will 
positively impact the professionals they serve, with cascading benefits to the economy.  
There has not been much research done on professional associations in South Africa, 
and it is envisaged that this research will provide valuable data, to benefit and improve 
the associations. 
1.2 PROBLEM STATEMENT 
Professional associations today face a dizzying array of challenges. Arendale et al. 
(2009) identify some of the challenges as:  
 Increasing competition between several major national professional 
associations in this field serving essentially the same population; 
 no central voice to represent the members and the students who are being 
served; 
 prestige associated with being a member of a current professional associations 
is minimised due to stigma issues attached to the field by external stakeholders; 
 sufficient research and scholarship is unavailable from current organisations to 
meet the increasing needs of their members; 
 assets among the multiple organisations (e.g., leaders, members, financial 
assets, other resources) remain divided; 
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 professional development opportunities (e.g., conferences) and certification 
programs are duplicated;  
 status quo leads to complacency and lack of innovation; 
 diminished financial support at employment institutions of an increasing number 
of current members will curtail state and national conference attendance, and  
 national associations would not be aligned with various chapters that are 
already combining state or regional conferences. 
As the professions the associations serve confront rapid and unpredictable change, 
the association must adapt quickly to preserve its unique strengths: the intellectual 
capacity of its membership, its energy as a community with common purpose and its 
credibility as a voluntary institution (Tecker, Frankel and Meyer, 2002).  The bylaws of 
the associations are essential to the governance structure, and allow organisational 
change to keep pace with change in the profession.  Herein lie one of the challenges: 
most associations do not amend bylaws or constitutions easily, or frequently.  Shafer 
and Owson (2003) argue that the main functions of any professional association are 
the self-regulation of its members, and the support provided to individual professional 
members.  Hence, if bylaws and constitutions of these associations are not relevant, 
the most basic function provided by professional associations is hindered. 
The ability of professional associations to serve society at large, their members, and 
their ability to foster the development of professional attitudes and values, depends on 
the well-being of the associations (Yeager, 1981).  This is not just a problem of adding 
new members, but also one of retaining current members.  Most professional 
associations lose a percentage of their members each year because individuals fail to 
renew their membership.  Even worse, membership resignation patterns exist for 
larger, more prominent, influential, stereotypic associations.  Olson noted as far back 
as 1971, that membership of many professional associations is declining of those 
eligible to join them, and new competing associations exacerbate these trends.  The 
same still holds true today. 
Olson's (1971) exchange theory provides two propositions, which are useful for this 
investigation.  Firstly, differences between members and non-members are expected.  
Members are expected to have higher expectations of the benefits of professional 
associations than non-members have.  Secondly, Olson (1971) indicates that not all 
benefits provided by professional associations are equally effective in attracting 
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members, or figure positively in the calculation of the exchange between benefits and 
the cost of membership.  Public goods or benefits which are provided for everyone, 
members and non-members alike, provide little incentive to join an association since 
they are available, whether one is a member or not.  
Many professional associations are able to survive, without necessarily growing and 
expanding.  As long as they do not lose significant number of members, they manage 
to survive.  However, the dilemma arises as soon as competition arises; existing 
members leave to join competitors, due to unsatisfied demands. 
Professional associations are also business organisations.  They manage assets and 
liabilities, income and expenditure, and they deliver a product or service.  They do so 
as either non-profit or for-profit organisations.  It is therefore also important to improve 
the effectiveness of professional associations as business organisations.  One of the 
main indicators of success for professional associations is growth of their membership.  
Therefore, the attraction and retention of members is an important component of 
organisational effectiveness for these organisations. 
The problem that the present study investigates is encapsulated in the following 
research questions: 
 How can membership growth in professional associations be achieved and 
maintained? 
 How can the organisational effectiveness of professional associations be 
improved in order for them to deliver better services to their members? 
 Which factors (environmental, political, economic, technological and 
educational) influence the organisational effectiveness of professional 
associations? 
 What role does internal factors, such as organisational culture, quality of 
operations, King III governance principles, transformation, and operations of 
professional associations, private donations, and advertising, play in the 
organisational effectiveness of professional associations?      
It is envisaged that by answering the above-mentioned questions, a contribution will 
be made to the improving of the organisational effectiveness of professional 
associations. 
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1.3 MEASURING ORGANISATIONAL EFFECTIVENESS IN PROFESSIONAL 
ASSOCIATIONS 
Membership growth is central to the success of professional associations. 
Membership growth is not only a measure of an association’s growth, but also the 
growth of the business sector in which it finds itself. 
Adaptability is an important measure of the effectiveness of professional associations.  
Those associations that adapt quickly to changing demands of the sector and 
therefore the needs of members are usually successful in retaining their members 
(Pratten and Ashford, 2001).  Increased membership leads to increased revenue 
generation and the financial sustainability of professional associations. Better services 
can be delivered more effectively and that leads to increased member satisfaction and 
retention.  Professional associations are increasingly striving to achieve their growth 
goals by offering and exchanging value propositions with various markets and the 
public.  It involves these associations studying the needs of the target markets, 
designing appropriate programs and services and using effective pricing, 
communication and distribution to inform and serve the market (Popli, 2002). 
Professionals are not immune to feelings of obsolescence (Pazy, 1990) and the need 
to keep up with change (Van Jaarsveld and Batt, 2002).  This means that professionals 
could feel that their memberships to professional associations are becoming obsolete 
if these associations do not provide the benefits they are expecting.  The exchange 
theory provides the rationale for this behaviour (Olsen, 1971).  The latter theory 
suggests that individuals join or renew their membership to organisations because 
they believe that the benefits of membership outweigh the costs of belonging to a 
professional association.  These costs include time, money, and the opportunity costs 
associated with these factors.  If the exchange or cost-benefit balance is positive, then 
they choose to join the association.  On the other hand, if the exchange is negative, 
then the prospective member does not join, or the current member fails to renew his 
membership.  The regular revisiting and revising of benefits provided by professional 
associations are important issues in enhancing organisational effectiveness in such 
associations.  
Services provided by associations to members include ensuring that the employees 
rendering these services and designing the benefits are sufficiently competent and 
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trained.  In other words, professional associations must be effective learning 
organisations and recruit properly qualified staff to provide services to their members. 
Professional associations do not only operate in their respective countries.  They also 
often have international members and the association itself often belongs to 
international associations.  Employees of professional associations must therefore 
also have the qualifications and competencies to operate at an international level.  The 
accounting, medical, legal and engineering professions are good examples of globally 
operating professions.  The effectiveness of professional associations should 
therefore also be measured in terms of its adherence to international standards and 
competitiveness.  The competitive advantage of local professional associations could 
be a major factor in the attraction and retention of their members. 
Professional associations are adapting to competitiveness, as external forces, such 
as changing demographics, globalisation and technology, require them to devise 
innovative adaption management strategies. (Whitfield and Landeros, 2006).  
Researchers acknowledge the importance of organisational effectiveness, and its 
relation to improved organisational performance (Baruch and Ramalho, 2006). 
Organisational effectiveness also illustrates the soundness of an organisation’s 
culture, processes and structure in terms of its overall system performance, according 
to French and Bell (1999). 
Burke and Litwin (1992) highlight two distinct sets of organisational dynamics that 
effective organisations enjoy.  One set is primarily associated with the transactional 
level of human behaviour which is the daily interactions and exchanges that create the 
climate of the organisation. The second set of dynamics is concerned with processes 
of human transformation which is those that result in changes in behaviour.  Such 
transformational processes are required for genuine change to take place in the 
culture of an organisation (French and Bell, 1999 and Jones and Brazzel, 2006).  
Whitfield and Landeros (2006) suggest that professional associations are continually 
searching for innovative ways to foster these dynamics in efforts to achieve 
organisational effectiveness in the organisations that they are operating in. Martins 
and Coetzee (2009) describe the Burke-Litwin transformational factors as below: 
 External environment: Any external condition or situation that influences the 
performance of the organisation.  Such conditions include marketplaces, world 
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financial conditions, political/governmental circumstances, competition and 
customers. 
 Vision, mission and strategy: What employees believe to be the central purpose 
of the organisation, and how the organisation intends to achieve its purpose 
over an extended period of time. 
 Leadership: Behaviours that encourage others to take required and necessary 
actions, including perceptions of leadership style, practices and values. 
 Organisational culture: Culture is the collection of overt and covert rules, values 
and principles that guide organisational behaviour and that have been strongly 
influenced by the organisation’s history, custom and practice. 
 Individual and organisational performance: The measurable outcomes or 
results, with their relevant indicators of effort and achievement. Such indicators 
might include productivity, customer or staff satisfaction, profit and service 
quality, salary and benefits, and recognition.  
Martins and Coetzee (2009) describe the Burke-Litwin transactional factors affecting 
organisational performance and effectiveness as below: 
 Structure: The arrangement of functions and employees in specific areas and 
levels of responsibility, decision-making authority and relationships. 
 Management practices: What managers do in the normal course of events in 
using the human and material resources at their disposal to carry out the 
organisation’s strategy, including aspects such as managerial behaviour, work 
etiquette, professionalism, planning, communication and control. 
 Systems (policies and procedures): Standardised policies and mechanisms 
that facilitate work. 
 Departmental/work unit climate: The collective current impressions, 
expectations and feelings of the employees in their respective departments, 
which, in turn, affect their relations with their superiors, with one another, and 
with other departments.  A positive work climate might serve to enhance 
retention rates, whereas a negative work climate might lead to a high employee 
turnover rate. 
 Task requirements and individual skills/abilities: The behaviour, including 
specific skills and knowledge required for task effectiveness, enabling 
employees to accomplish the work assigned, for which they feel directly 
responsible. 
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 Individual needs and values: The specific psychological factors that validate 
individual actions or thoughts relating to stress, well-being, recreational 
activities and living conditions. 
 Motivation: Aroused behavioural tendencies to move toward goals to take 
needed action and persist until satisfaction is attained form the net resultant 
motivation, meaning the resultant net energy generated by the sum of 
achievement, power, affection, discovery and other important human motives. 
Based upon the preceding literature review, the quality of services and social and 
financial impact of the professional associations in the industries in which they operate 
are definitely measures of how effective a professional association is.  The preceding 
literature review also points to the important role these associations play in the staff 
development and even job satisfaction of professionals themselves as well as the 
employees they serve in organisations.  
Against the above-mentioned background, in the present study the competitiveness 
characteristics of professional associations are investigated as determinants of their 
organisational effectiveness.  Being learning organisations and their effectiveness in 
delivering services are used to measure the organisational effectiveness of these 
associations.  The relationships between membership growth and turnover, on the one 
hand, and organisational effectiveness are also explored.  All these lead to the 
following conceptual model or framework to improve the organisational effectiveness 
of professional associations in South Africa.      
1.4 A CONCEPTUAL FRAMEWORK TO IMPROVE ORGANISATIONAL 
EFFECTIVENESS IN PROFESSIONAL ASSOCIATIONS 
This section explains the rationale behind the conceptual framework proposed to 
improve the organisational effectiveness of professional organisations.  Various 
models are discussed which formed the basis for the conceptual framework.  The 
conceptual framework itself is then discussed. 
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1.4.1 Kotler’s high-performance model 
Kotler (2003) describes a high-performing business as one that creates both customer 
value and customer satisfaction by maintaining effective management of four key 
success factors, namely stakeholders, processes, resources and organisation.  High-
performance businesses do not only focus on their shareholders as stakeholders, but 
increasingly on their customers, employees, suppliers and distributors, as depicted in 
Figure 1.2 below. 
 
Figure 1.1: High-performance business model 
Source: Adapted from Kotler (2003) 
Following the Kotler (2003) model, in the present study elements such as stakeholders 
(members, employees and customers); processes (operations); resources (people 
and physical resources) and organisation (structure and culture) are included in the 
conceptual model to improve the organisational effectiveness of professional 
association. 
1.4.2 Balanced Scorecard Model 
The balanced scorecard (BSC) is one of the most highly utilised and effective 
management tools today (Staff, 2002; Frigo and Krumwiede, 2000).  Research 
indicates that 50 percent of Fortune 1000 companies in North America and 40 percent 
in Europe use a version of the BSC (Kaplan and Norton, 2001a).  The BSC is now 
considered as important a performance tool as cost–benefit analysis and return on 
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investment methodologies (Field, 2000).  Simpson and Cacioppe (2001) found that 
the BSC assists in improving organisational culture, whilst improved operational 
efficiency and profitability also result through its utilisation (Gumbus, Lyons and 
Bellhouse, 2002).  The four perspectives of the BSC are depicted in Figure 1.2 below. 
 
Figure 1.2: The four perspectives of the balanced scorecard.   
Source: Adapted from Kaplan 6a: 1996 
In addition to reporting on financial aspects of the organisational effectiveness of 
organisations, the BSC also focuses on competence and knowledge, customer focus, 
operational efficiency and innovation as indicators of effectiveness.  According to 
Kaplan (1996a), the BSC should also focus on internal processes, learning and growth 
of an organisation when its organisational effectiveness is assessed.  Internal 
processes include items like organisational structure, transformation and corporate 
governance.  Following the BSC Model, skills, operational efficiency, transformation 
and issues of governance will be included in the conceptual model to improve the 
organisational effectiveness of professional association. 
Schaltegger and Wagner (2006) suggest that managing sustainability performance 
requires “a sound management framework which firstly links environmental and social 
management with the business and competitive strategy, and secondly, that integrates 
environmental and social information with economic business information and 
sustainability reporting”.  The BSC evaluates the expectations and demands of 
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relevant stakeholders, and generates strategic possibilities to meet those demands 
(Karner et al., 2003.).  The BSC methodology has itself evolved into a strategic tool, 
as it affects and benefits managers’ decision making (Birch, 2000; Lipe and Salterio, 
2000). It now addresses the limitation in that it addresses the needs of all crucial 
stakeholders.  Existing limitations include: effects on the environment; human resource 
(HR) issues; communities which the organisation operates within and supplier 
contributions (Smith 2005). 
Huang, Pepper and Bowrey (2014) describe the BSC elements as follows: 
 Financial perspectives: essentially evaluates the profitability of the strategy. 
Results related to financial performance can be observed in cost reduction, both 
direct (energy/material consumption) and indirect (compliance cost or 
penalties). 
 Customer perspective: identifies customer groups and segments and the 
organisation’s share of the market, as well as its strengths and weaknesses in 
those segments. 
 Internal business process perspective: measures the effect of internal 
operations on value creation, such as innovation, services and efficiency.  It 
also includes the settlement and development of operational policies in both the 
traditional management and sustainability management regimes. 
 Learning and growth perspective: relates to the elements that lead to superior 
process efficiency, especially the preservation and enhancement of both 
employees’ capabilities and morale. 
The issues of innovative and efficient service delivery, organisational learning and 
preservation and enhancement of employee capabilities, in particular, are taken 
forward into the conceptual model of the present study. 
1.4.3 The Bharadwaj, Varadarajan and Fahy Model 
The Bhardwaj, Varadarajan and Fahy model proposes a framework for sustainable 
competitive advantage.  This model specifically focuses on the external environment 
and client service to remain competitive.  According to Bharadwaj et al. (1993), high-
performing organisations have an advantage that allows them to outperform their 
competitors.  They single out unique skills and assets as important sources of 
competitive advantage.   
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The Bharadwaj et al. (1993) model (see Figure 1.3) also highlights scale (size of the 
organisation leading to more services), corporate culture, organisational expertise and 
skills, barriers and imitation of skills and re-investment in skills and resources as 
important issues to consider in the organisational effectiveness of organisations.  All 
these issues are included in the conceptual model to improve the organisational 
effectiveness of professional associations in the present study. In summary, the 
present study borrows the following variables from the above-mentioned models to 
propose a conceptual model to improve: 
 Kotler’s (2003) high-performing business: stakeholders (members, employees 
and customers), processes (operations), resources (people and physical 
resources) and organisation (structure and culture). 
 Balanced Scorecard(BSC) (Kaplan,1996; Atkinson & Epstein,2000; Frigo & 
Krumwiede,2000; Gumbus, Lyons & Bellhouse,2002): operational efficiency; 
profitability; competence and knowledge; customer focus; innovation; 
organisational learning; organisational structure; transformation and corporate 
governance. 
 Bharadwaj et al. (1993) model for sustainable competitive advantage: unique 
skills and assets; scale (size of the organisation leading to more services); 
corporate culture; organisational expertise and skills; barriers and imitation of 
skills; and re-investment in skills and resources. 
The conceptual model is discussed in the next section. 
 
14 
 
 
Figure 1.3: Model for sustainable competitive advantage. 
Source: Adapted from Bharadwaj et al. (1993) 
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1.4.4 The conceptual model of the present study 
Figure 1.4 provides a graphical depiction of the conceptual model to improve the 
organisational effectiveness of professional association. 
 
Figure 1.4: The conceptual model to improve the organisational effectiveness of 
professional associations 
The conceptual model includes environmental factors, competitive position, re-
investment in skills and resources and operational quality as the independent variables 
and organisational effectiveness as the dependent variable. 
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1.4.4.1 Environmental factors. 
Chang (2012) identifies environmental factors that affect business effectiveness and 
performance as competitors, consumers, technologies, macroeconomic policies, 
product market and demand, social and political uncertainty, amongst others.  
Environmental factors have an important influence on organisational strategies and 
outcomes (Goll and Rasheed, 1997).  The environment exerts tremendous influence 
on the organisation, as well as the individuals within.  Economics, culture, regulatory 
issues, business competitors and alliance partners, technology, and demographics all 
have an impact on an organisation as well as its people (Yorkovich, Waddell and 
Gerwig, 2007).  Hence, the study of environmental factors and models, and potential 
outcomes, can greatly enhance and influence the strategies and outcomes.  This 
greatly affects the effectiveness of the organisation. 
1.4.4.2 Competitive position 
Being the first entrant to a sector can provide considerable competitive advantage, 
thereby increasing effectiveness.  A market participant has first-mover advantage if it 
is the first entrant and gains a competitive advantage through control of resources 
(Grant, 2003).  This advantage often leads to increased effectiveness.  Lieberman and 
Montgomery (1988) describe three primary sources of first-mover advantage as: 
 Technology leadership - new, innovative technology can provide sustainable 
competitive advantage for the early entrant; 
 pre-emption of scarce assets - first movers can acquire scarce assets, locations 
and resources at market prices below those that will prevail later in the market 
evolution.  This is enhanced by economies of scale, if the resource commitment 
is large and 
 switching costs - costs that include extra resources that late entrants have to 
incur to attract customers away from the early entrant. 
Hence, it appears as if considerable competitive advantage can be obtained by being 
the first or early market entrant.  This no doubt, has an influence of organisational 
effectiveness. 
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In the same vein, being the largest competitor in a market, also improves competitive 
advantage and effectiveness.  Being the largest implies access to more resources, 
and keener strategies.  Successfully implemented strategies will increase 
organisations’ effectiveness, by facilitating competitive advantage to outperform 
current or potential players (Porter, 1985).  The credibility of an organisation increases 
and can contribute towards organisational effectiveness, as it is leveraged to improve 
financial sustainability and competitive human resources.  Past research suggests that 
organisations’ employees are a source of sustained competitive advantage, and can 
lead to greater effectiveness (Pfeffer, 1994).  Hence, this perception of relative 
increased credibility and better competitive position, through leveraged human 
resources, may lead to increased effectiveness. 
Markets are still defined by what is bought or sold, and market share is still believed 
to be the central driver of profitability (Bettencourt, Lusch and Vargo, 2014).  They also 
infer that strategic advantage does not come from an organisation’s offerings, but 
rather from applying know-how to someone’s benefit.  Hence offering unique products 
or services, or ensuring the uniqueness against imitation of the product or service will 
lead to enhanced strategic advantage and effectiveness. 
Organisations often gain a strategic advantage due to the acquisition of cutting-edge 
technology or introducing a new product.  This strategic advantage may be short-lived 
if competitors purchase comparable technology or reverse engineer the new product 
in order to bring out their own model (Bettencourt et al., 2014).  The actions that 
organisations take to protect themselves against the imitation of skills would therefore 
increase its competitive position and effectiveness. 
1.4.4.3 Re-investment in resources and skills 
Stata (1989) indicates that the effectives acquisition of new knowledge and skills, 
results in enhanced organisational performance and effectiveness.  Evetts (2005) 
agrees and suggests that resource and skills development is considered part of a 
professional’s skill set.  Hence these should be included in any models investigating 
the effectiveness of professional associations. 
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1.4.4.4 Operational quality 
The operations area is a key element in improving business performance (Hayes and 
Wheelwright, 1984; Skinner, 1969).  Operations management contributes to resource 
organisation and productive factors, but it can also be a source of sustainable 
competitive advantage and, therefore, must be integrated into organisations strategic 
processes (Espino-Rodríguez and Gil-Padilla, 2014). Leachman et al. (2005) conclude 
that for operational improvement, organisations must identify operation practices that 
support competitive priorities, leading to better business performance and 
effectiveness.  Hence, operational quality should be included in any model that 
investigates organisational effectiveness. 
1.4.4.5 Organisational effectiveness 
Professional associations need to build the capacity of the entire organisation, to 
enable maximum social impact.  According to McKinsey (2001), board and staff need 
to dedicate themselves to raising capacity building to the same level of importance as 
normal operational management. 
Turning to non-profits, research has also revealed that they may tend to spend money 
unwisely and may thus not necessarily operate at a highly efficient level (Heinemann, 
1995).  One of the main reasons for this assumption is the non-distribution constraint 
which means that profits cannot be redistributed among members (Hansmann, 1986). 
Wicker and Breuer (2013) undertook research which showed that revenue 
diversification had a positive effect on the financial condition; organisations with a high 
level of revenue diversification had higher total revenues, higher profit, and were more 
likely to make investments. 
Sicilia and Lytras (2005) define learning organisations as having visionary ideals that 
promote learning systems in which behaviour improves as a result of proactive and 
empowering interventions by senior management.  Shuler and Jackson (2007) 
describe learning organisations as those that have systems and processes in place, 
which help it to learn from work situations, problems and mistakes.  Lawler and Sillitoe 
(2013) agree, but indicate that organisational learning should not be seen as an 
isolated or rare occurrence, but become an ongoing process of continual improvement 
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and reflection.  DeSimone and Harris (1998), add that everyone in a learning 
organisation must be engaged in problem identification and problem solving, 
improving the organisational effectiveness. 
Lawler and Sillitoe (2013), point out that recent organisational learning has been 
towards efforts to inculcate more intangible knowledge across members of staff, so 
that the organisation can retain and reap the benefit of the accumulated knowledge of 
its staff. 
Curado (2006) describes five main activities of learning organisations as per Table 1.1 
below: 
Table 1.1: Curado’s 5 main activities of learning organisations 
MAIN ACTIVITIES DESCRIPTION 
Systematic problem-solving 
Institute a culture of problem solving, which should 
be embedded in a philosophy of learning and 
improvement 
Experimentation 
Must involve systematic organisational knowledge 
searches, and new knowledge to be scientifically 
validated. 
Learning from past 
experiences 
Organisations must reanalyse successes and 
failures, systematically analyse, record and apply 
new perspectives learned. 
Learning from others 
The synergy of collaborative and vicarious learning 
is an integral component of organisational 
learning. 
Transferring knowledge 
Knowledge transfer must be leveraged rapidly and 
efficiently. 
Source: Adapted from Curado (2006) 
Lawler and Sillitoe (2013), highlight the importance of new models of knowledge 
management which can capture tacit knowledge and make it more available, in 
attempting to become a learning organisation.  The preceding literature review 
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suggests that organisational elements are greatly important in studying the 
effectiveness of professional associations include learning and growth within the 
organisation, finances, and being a learning organisation. Hence, these should be 
included in any model investigating the effectiveness of professional associations. 
1.5 RESEARCH OBJECTIVES  
The primary objective of the study is to improve the organisational effectiveness of 
South African professional associations by assessing the level of organisational 
effectiveness within these associations and the factors that affect such effectiveness. 
In order to achieve the above-mentioned objective, the following secondary objectives 
were pursued: 
 To collect general demographic data about professional associations in South 
Africa. 
 To qualitatively ascertain how professional associations define organisational 
effectiveness. 
 To obtain a self-assessment of organisational effectiveness by professional 
associations. 
 To investigate how environmental factors influence the organisational 
effectiveness of professional associations. 
 To investigate how competitive position influences the organisational 
effectiveness of professional associations. 
 To investigate how re-investment in resources and skills influences the 
organisational effectiveness of professional associations. 
 To investigate how re-investment in physical resources influences the 
organisational effectiveness of professional associations. 
 To investigate how operational quality influences the organisational 
effectiveness of professional associations. 
 To investigate how finances and finance structuring influences the 
organisational effectiveness of professional associations. 
 To investigate members’ satisfaction and how services provided by 
professional associations influences their organisational effectiveness. 
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 To investigate the organisational cultures that prevail in professional 
associations and how this influences their organisational effectiveness. 
 To investigate how research undertaken by the associations, influences the 
organisational effectiveness of professional associations. 
 To investigate what role factors such as King III governance principles, private 
donations and advertising play in the organisational effectiveness of 
professional associations 
1.6 METHODOLOGY OF THE STUDY 
Purposive sampling was used to target the senior staff or office bearers within the 48 
SAQA registered professional associations in South Africa.  A total of 144 respondents 
were surveyed, but only 32 respondents from 25 associations responded.  The 25 
associations represent 52.1% of the SAQA registered associations, but the response 
rate as far as usable questionnaires were concerned was 22.2%. 
Self-constructed instruments were used to measure the variables included in the 
hypothesised model.  Open-ended questions were also included in the questionnaire 
in order to capture qualitative information about professional associations. 
Using STATISTICS Version 12 (2012), the data analyses included exploratory factor 
analyses, the calculation of Cronbach alphas and Pearson correlations, and the 
content analysis of qualitative data. 
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1.7 DEFINITION OF CONCEPTS  
The following are definitions and descriptions of key concepts used in this study. 
Associations 
Associations have traditionally been classified as trade associations or professional 
associations (Salamon and Anheier, 1997).  In this research study “associations”, 
“institutes” and “bodies" are used synonymously 
Customer satisfaction 
Customer satisfaction can be experienced in a variety of situations and connected to 
both goods and services.  It is a highly personal assessment of how a product or 
service meets customer expectations (Centre for the study of social policy, 2007). 
Government sector 
The government sector [code 268] consists of the following resident institutional units: 
 All units of central, state or local government; all social security funds at each 
level of government and 
 all non-market non-profit institutions that are controlled and financed by 
government units.    
This sector does not include public corporations, even when all the equity of such 
corporations is owned by government units.  It also does not include quasi-
corporations that are owned and controlled by government units (United Nations, 
1993). 
Finance 
A branch of economics concerned with resource allocation as well as resource 
management, acquisition and investment.  Simply, finance deals with matters related 
to money and the markets (Finance, 2010). 
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For-profit businesses 
For-profit businesses are concerned with one bottom line: the financial return on their 
investment (Brinckerhoff, 2000). 
Non-profit businesses 
Non-profit refers to organisations operating with a non-distribution of surplus operating 
income constraint (Hall and Banting, 2004).  Non-profit organisations  are known 
variously as the non-profit sector, the voluntary sector, the civil society, the third sector, 
the social economy, the non-governmental organisation” (NGO)” or the charitable 
sector (Kendall and Knapp, 2000). 
Organisational culture 
Organisation culture is an important part of organisational change and is difficult with 
staff members exposed to previous organisational cultures, and who probably 
internalised the culture of previous organisations.  Smit and Cronje (2002) imply that 
organisation culture is fixed patterns of behaviour which gives the organisation a 
particular personality and corporate image.  Hence creating a new culture requires 
bringing about cultural change that could, at least for the transitional period, be 
detrimental to the organisation. 
Operational quality 
A demonstration of process quality – such as a variable, term, or object – in terms of 
the specific process or set of validation tests used to determine its presence and 
quantity (Oxford Dictionary, 2010). 
Professional 
A professional is a person who, by education, training, and experience, performs work, 
analyses and solves problems, makes decisions, and promotes ethics associated with 
a particular field of study.  Implicit in the definition is the assumption that professional 
knowledge is delimited by the shared values and experiences of those who practice it 
(Rusaw, 1995). 
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Professional institution 
A body of persons engaged in the same profession, usually formed to control entry 
into the profession, maintain standards, and represent the profession in discussions 
with other bodies (Collins English Dictionary, 2010). 
Professional association 
A professional association generally serves the needs of individuals who are the 
primary (and possibly only) stakeholder (Kloss, 1999).  The individuals are the primary 
members forming the membership base.  Professional associations’ core roles are to 
provide professional development through education or training to its members, to 
facilitate and disseminate research into the profession or industry that it represents, 
and to provide industry and/or professional representation to government. 
Third sector 
The third or tertiary sector includes all private organisations that: 
 are formed and supported by people acting voluntarily and who do not seek 
personal profit; 
 are controlled democratically;   
 material benefit gained is proportionate to participation in the organisation and 
 are not included in the for-profit and government sectors (Lyons, 2001). 
The third sector includes professional, business, and trade associations, private 
schools, training and education providers, research foundations, private hospitals, 
private aged care organisations, charities, religious organisations, community health 
organisations, arts and culture organisations, and sporting organisations (Lyons, 
2001).  
Learning organisation 
An organisation that is geared to train, retrain and orientate employees at a pace 
similar to that required by the changing needs of effective service delivery and optimal 
organisational performance (Minnaar and Bekker, 2005).  
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Voluntary organisation 
Voluntary organisations are distinguished by the significant time members give to 
serving on governing boards without pay.  In addition, members often make significant 
extra contributions of time and resources to sustain operations of the non-profit 
organisation.  However, staff may also be employed to assist volunteers to manage 
the organisation.   
Voluntary membership professional association 
A professional association, to which membership is voluntary, is not a requirement for 
career advancement in the members industry or sector, and from which membership 
may be withdrawn at any time (Prideaux and Buttery, 2004).  
The business environment 
This refers to any external, internal or market influence on the business (White and 
Chacaltana, 2002).  The Organisation for Economic Cooperation and Development 
(1994) defines the term enabling environment as the framework within which 
business operates, thus it includes the external and internal environment. 
The next section will contain a list of abbreviations used. 
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1.8 LIST OF ABBREVIATIONS 
The thesis contains the following list of abbreviations: 
ABM  Activity Based Manufacturing 
ABC  Activity Based Costing 
AIDS  Acquired Immune Deficiency Syndrome 
BPR  Business Process Reengineering 
BSC  Balanced Scorecard 
CAM  Computer Assisted Manufacturing 
CEO  Chief Executive Officer 
COO  Chief Operating Officer 
COMPC Competitive characteristics 
CPD  Continuing Professional Development 
CRM  Customer Relationship Management 
ECSA  Engineering Council of South Africa 
EE  Employment Equity 
EFA  Exploratory Factor Analysis 
ELO  Effectiveness as a learning organisation 
ENVF  Environmental factors 
ERP  Enterprise Resource Planning 
ESFSO Effectiveness in service, financial and social impact 
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FIRST  First-mover competitiveness 
HPCSA Health Professions Council of South Africa 
HRD  Human Resource Development 
HSRC  Human Sciences Research Council 
HPC  High Performance Culture 
JIT  Just in Time 
KING III KING 3 report on governance 
LOC  Levers of Control 
MAS  Management Accounting System 
MCS  Management Control Systems 
NGO  Non-Governmental Organisation 
NPO  Non-Profit Organisation 
OECD Organisation for Economic Cooperation and Development  
OEP Organisational effectiveness and performance 
OPERE Operational effectiveness  
OPERI Operational independence 
PA  Professional Association/s 
PBO  Public Benefit Organisation 
PMF  Performance Management Framework 
PMS  Performance Management System 
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REBE  Reinvestment in buildings and equipment 
RECIT Reinvestment in capital goods and information technology 
REET  Reinvestment in education and training 
SA  South Africa 
SAICA South African Institute of Chartered Accountants 
SAIPA South African Institute of Professional Accountants 
SAQA  South African Qualifications Authority 
SETA  Sector Education and Training Authority 
SMART Specific, Measurable, Achievable, Relevant, Time-based. 
SMME Small, medium and micro enterprise 
STATS SA Statistics South Africa 
TOC  Theory of Constraints 
TQM  Total Quality Management 
UK  United Kingdom 
USA  United States of America 
The next section is the scope and delimitation of the study. 
1.9 SCOPE AND DELIMITATION OF THE STUDY 
Perry (1995) defines limitation of research as indicating the explicit boundaries of the 
research problem.  A limitation identifies potential weaknesses in the research (Collis 
and Hussey, 2003).  Primary research will be limited to the boundaries of South Africa. 
All Secondary data will be analysed, and included if considered relevant.  
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Professional associations investigated in this study will only include those associations 
recognised by the South African Qualifications Authority.  Whilst some associations 
may represent certain professionals, the study will only be reviewing those 
professional associations that are recognised to provide accreditation, training and 
enforce compliance.  Limitations may include poor response rate to the questionnaire, 
accessibility for interviews, and time restrictions, due to availability of respondents.  
Not all respondents may be forthcoming and willing to participate in the study but all 
possible means will be utilised to ensure the required levels of data availability and 
collection.  There is a major gap in literature on the role and significance of civil society 
associations, like professional associations, particularly in developing countries 
(Ghaus-Pasha, 2004).  This research intends to contribute to closing this gap. 
1.10 OUTLINE OF THE STUDY 
The thesis consists of the following six chapters: 
Chapter 1 provides the scope of the study. It explains the problem statement, research 
objectives, hypothesised model, methodology used, important concepts and the 
outline of the chapters.   
Chapter 2 provides a literature review for the study.  It explains the history of 
professional associations; explores definitions of professions and professional 
associations and investigates the importance of effective professional associations 
and proposes a hypothetical model to improve effectiveness in professional 
associations. 
Chapter 3 provides the methodology used during the study.  It explores the research 
design, the research paradigm utilised, the research sample, instrument and analysis 
undertaken. 
Chapter 4 contains the descriptive analysis of the questionnaire and explains the 
demographic results, the self-assessment of organisational effectiveness, and the 
other factors identified in the hypothetical model. 
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Chapter 5 presents the empirical results of the study.  It explains the results from the 
multivariate analysis, assesses the reliability of the data, investigates the hypothesised 
relationship using Pearson correlations, and presents the analysis in this regard. 
Chapter 6 presents a summary of the study, a summary of the results, indicates the 
contribution of the study to theory, the limitations of the study, and recommendations 
for future research. 
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CHAPTER 2 
REVIEW OF RELATED LITERATURE 
2.1 INTRODUCTION 
In Chapter 1, the background, aims and objectives of the research, as well as the 
proposed methodology to execute the study were discussed.  In this, the second 
chapter, a theoretic overview is provided on what professional associations (PAs) are, 
and what they do to pursue effectiveness.  This chapter will also examine the business 
environment within which South African professional associations operate in an 
attempt to substantiate the importance of this study, that is, to improve the 
effectiveness of PAs.  The literature review also provides support for the hypothesized 
model to improve the effectiveness of PAs. 
2.2 HISTORY OF PROFESSIONAL ASSOCIATIONS  
Professions have been studied by sociologists for many decades.  In 1933, Carr-
Saunders and Wilson (1933) started their research on professions and according to 
Meintjies and Struwig (2009) they are regarded as the pioneers of research on 
professions.  Meintjies and Struwig (2009) stated that professions have evolved 
differently worldwide, and these differences are mainly as a result of various cultural, 
economic, demographic, historical, geographic and political influences, prevalent in 
different countries, according to Morgan (1998).  There are also local and global 
changes that influence the activities and working conditions of professionals (Morgan, 
1998). In the South African context, professions evolved as more or less independent 
self-regulating membership bodies, or as a result of statutory law, concludes Meintjies 
and Struwig (2009). 
2.3 SOCIAL ROLE OF PROFESSIONAL ASSOCIATIONS 
Professional forms of organisation have endured much change, and demonstrate a 
capacity to adapt and develop, sometimes as an evolutionary change to character, and 
sometimes in subtle ways (Larson, 1977; Burrage, 1990).  They have traditionally 
played a significant role in furthering the profession and in the on-going development 
of members.  A key distinguishing feature between professional associations and other 
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third sector organisations is their focus on the individual according to Prideaux (2005).   
Professional associations have traditionally served the needs of professionals, who are 
also its members.  The primary focus areas have been the provision of professional 
development to members through education or training, facilitating and disseminating 
research into the profession or industry, or to provide industry and/or professional 
representation to government (Kloss, 1999).  Challenges facing these associations are 
funding, leadership, ownership and identity issues (Prideaux, 2005).  Associations 
generally are owned and funded by the membership, are structurally democratic, with 
any member able to nominate and be elected to leadership positions, according to 
Prideaux (2005).   
All professional associations serve some purpose and provide some kind of value 
when they are first organised.  If that purpose and value are not sustained over time, 
the association will lose membership support and eventually cease to exist (Wilson, 
1997).  Prideaux (2005) identifies one value of professional associations as that they 
encourage and support new research and its implementation into the 
theoretical/knowledge base of the profession around which the association is built. 
Fisher (1997) identifies further attributes as dealing with members constantly pursues 
new revalidated knowledge resulting from the research efforts in the field, or cognitive 
fields.  A third value is to encourage and support the professional development of its 
members, according to Fisher (1997).  He argues that the real value of professional 
associations lies in their active involvement in research and professional development 
of members.  
Wilson (1997) and Binder (1999) state that associations exist to satisfy the needs of, 
and create value for those members who voluntarily join the organisation.  If the 
professional association ceases to satisfy member needs, the membership base is 
likely to be negatively affected, according to Binder (1999).  Kloss (1999) argues that 
mainly professional associations exist to promote the standing of their members in their 
profession. Kloss(1999) states that they should achieve this by setting standards 
governing the profession, like education, whilst advocating favourable public and 
private policies, developing members in their professional development, and 
contributing towards professional practice through research and information 
dissemination. 
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Frequently, professional associations are pioneers in developing and delivering 
training and services in their respective professions.  They are also active in the on-
going development of their members according to Fisher (1997).  At inception, 
associations have a common purpose, usually to provide some form of value to the 
membership.  Their purpose is primarily achieved through the roles that they establish 
for themselves.  Typical professional association roles are depicted in Table 2.1.  
Table 2.1: Typical professional association roles 
PROFESSIONAL ASSOCIATION ROLES 
Lobbying government for improved services and infrastructure 
Initiating industry services 
Developing and conducting information and educational programmes 
Taking responsibility for developing and supervising training standards 
Conducting examinations for professional entry and membership to the industry 
Vetting and monitoring ethical standards 
Delivery of programmes of continuing education for members.   
Source: Researchers’ own construct adapted from Fisher (1997) and Phoon (1997) 
The traditional role of professional associations as being learned societies is under 
challenge, according to Gold et al. (2002).  Further, Rhea (2000) argues that rapid 
environmental change is impacting on associations in ways not seen, and this may 
significantly challenge traditional roles.  Technology, competition, and globalisation are 
three key forces driving change in the roles of professional associations.  Professional 
associations should be creating new growth and development, rather than changing, 
their sectors, according to Greenwood, Suddaby and Hinings (2002).  Responses to 
development include developing and implementing strategies and plans.  However, 
the strategic processes used by professional associations to grow themselves are not 
well understood.   
Hence, whilst professional associations provide varying services to their members, 
they all have to establish roles for themselves.  Greenwood et al. (2002) report that 
professional associations are important for three reasons, namely they are arenas 
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through which members interact; shared characteristics develop as a result of 
interaction between members and between members and external organisations; and 
they can play an important role in monitoring prevailing institutional norms.  Further 
adding to the discourse, Greenwood et al. (2002) found that membership associations 
succeed from the effort and input of their membership and that if members cease to 
value membership, then membership will decline.  
To maintain and increase membership, associations are required to deliver some form 
of value to their members, and the members must receive some value for the effort of 
belonging to the association (Fisher 1997).  Supporting Fisher’s argument, Rhea 
(2000) suggests that if an association is unable to sustain value to its membership, it 
will lose support and eventually cease to exist.   
Furthermore, Ritzhaupt et al. (2008) identified seven factors which influenced 
professional association membership. These are listed below: 
 Marketing service to members; 
 membership discount services; 
 professional network opportunities; 
 career enhancing opportunities; 
 communication services; 
 advocacy services and opportunities, and 
 leadership and community service opportunities. 
It can be concluded that the value of membership is an area which requires further 
investigation, across all relevant stakeholders.  Hence, in determining a truly effective 
association, one cannot ignore stakeholders, certainly not professionals as members. 
The next section will look at defining a profession. 
2.4 DEFINING A PROFESSION  
Haber (1991) in his description of the development of the professions, indicates that 
in the  late-eighteenth century in England, professions like law, medicine and the 
ministry were the three ‘learned professions’ considered respectable enough for 
gentlemen, and access to them was limited.  Friedson (1983) stated that the medieval 
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universities of Europe produced only three ‘learned professions’, namely law, medicine 
and the clergy. 
Later, in nineteenth century England, the status associated with being a member of a 
profession, compared to the alternative trades, was of greater importance due to the 
higher social standing of professions.  Members of the newly emerging occupations, 
such as accountancy and surveying, were therefore working hard to obtain similar 
status to the traditional professions (viz. law, medicine and the clergy, according to 
Morgan, 1998). 
In contrast, in Germany, status was derived from a university education and not 
necessarily from being a member of a recognised profession (Morgan 1998). 
Furthermore, he describes the professionalisation process in England as ‘laissez-
faire’, which meant that the government at the time was resistant to recognise or 
organise professions by statute, except in exceptional circumstances, resulting in a 
system of self-regulation through voluntary professional bodies (Morgan 1998).  
Germany, however, had followed a much more logical autocratic approach to 
professionalisation through state controls, and the German government had adopted 
a ‘chamber system’ for the recognition of professional bodies as early as 1806 
(Morgan, 1998). 
In America, due to the fact that few nobles or gentlemen immigrated to the American 
colonies, the professions there had to be filled by relatively ordinary men, according 
to Haber (1991).  Hence, qualifications allowed one to rise to the status of a 
professional, compared to England and Europe.  The first  established profession in 
the United States was surveying, followed by medicine, actuarial science, law, 
dentistry, civil engineering, logistics, architecture and accounting (Perks, 1993). 
Perks (1993) identifies the main milestones which marked the transformation from an 
occupation to a profession as: 
 being a full-time occupation; 
 the establishment of a training school or university, where training occurs; 
 the establishment of an association or body to represent the professionals; 
 the introduction of an ethical code for the profession, and  
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 the introduction of licensing of the profession.  
It is essential to distinguish between a profession and a professional, before one is 
able to define a professional association.  Crues and Shellock (2004) define a 
profession as work, or occupation, after the mastery of a complex body of knowledge 
and skills.  They define it as a vocation in which knowledge of some area of learning, 
or the practice of a vocation upon which it is based, is used in the service of others.  
Its members are governed by a code of ethics, and profess a commitment to altruism, 
competence, integrity and morality, and the promotion of the public good within their 
sector.  This forms the basis of a social agreement between a profession and society, 
which in return allows the profession freedom in the use of its knowledge base, the 
privilege of self-regulation and autonomy in practice.  Hence, professions and their 
members are accountable to those served, and to society in general.  Although various 
professions have much in common, the services provided by them differ, hence 
attributes and behaviours ascribed to them may vary, according to Crues and Shellock 
(2004). 
Crues and Shellock (2004) further add that a profession is a term used to describe 
many occupations and is therefore generic.  A definition must be broad enough to 
apply to many knowledge-based occupations such as law, theology, accounting, 
architecture, health sciences, engineering, which have been termed status 
professions (Crues and Shellock. 2004). The Oxford Dictionary defines it as a “paid 
occupation, especially one that involves prolonged training and a formal 
qualification” (Oxford Dictionary, 2012). 
Bullock and Trombley (1999) add to the discourse, by defining a profession as arising 
when any trade or occupation transforms itself through the development of formal 
qualifications based upon education, learnerships, and examinations, and also the 
emergence of regulatory bodies with powers to admit and discipline members, and 
some degree of monopoly rights.  
According to Hughes (1988), a profession refers to” the act, or fact, of professing”. 
That is, an occupation allows that one be skilled in and possessing certain attributes 
in order to provide beneficial services to clients under strictly specified conditions 
(Barcus and Wilkinson, 1986). Larson (1977) further argues that although the list of 
37 
 
 
special attributes of a profession may vary, substantive agreement does exist about 
its general dimensions. As far back as 1958, Greenwood, acknowledged as the 
pioneer researcher in this discipline, listed five distinguishing attributes of a profession 
as per Table 2.2 below: 
Table 2.2: Attributes of a profession 
ATTRIBUTES OF A PROFESSION 
Basis of systematic theory 
Authority recognised by clientele 
Broader community sanction 
Ethical codes 
Professional culture sustained by formal professional association 
Source: Adapted from Greenwood (1958)  
Jackson (1970) later identifies four essential elements of professional behaviour, 
which forms the basis of a profession, listed below: 
 A high degree of knowledge, both generalised and specific, 
 A focus toward the community interest rather than self-interest, 
 A high degree of discipline through codes and ethics , and through voluntary 
associations organised and operated by the work specialists themselves, and 
 A system of rewards (monetary and honorary) that is primarily a set of symbols 
of work achievement and thus in themselves, not means to some end of 
individual self-interest (primarily symbolises work achievement). 
A profession has been further defined by Jackson and Apostolakou (2010) as a special 
type of occupation with prolonged specialised training in a body of abstract knowledge, 
and a collective of service orientation and implicit codes of behaviour. Goode (1960) 
focused on two core characteristics of professions namely that of prolonged 
specialised training in a body of abstract knowledge, and a totality of service 
orientation.  
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The Panel on Fair Access to the Professions (UK) (2009) lists the following key 
attributes of professions, as below: 
 Recognisable entry criteria - for example, with standard qualification 
requirements;  
 acknowledged codes of ethics - for example, that set out aspects of 
professional responsibility;  
 systems for self-regulation – for example, setting and regulating standards for 
professional development, and  
 a strong sense of vocation and professional development.  
The Australian Council of Professions (2013) defines a profession as being a 
disciplined group of individuals who adhere to ethical standards, and who hold 
themselves out as, and are publicly accepted, as having special knowledge and skills 
in a widely recognised body of learning derived from research, education and training 
at a high level, and who are prepared to apply this knowledge and exercise these skills 
in the public interest.  
Hence, a profession can be summarised as an occupation and vocation, whose work 
is undertaken after mastery of a complex set of skills or knowledge, to an accepting 
public, with an implicit code of behaviour, by individuals who apply this skill and 
knowledge in the interest of others. 
2.5 DEFINING A PROFESSIONAL ASSOCIATION  
Gold, Rodgers and Smith (2002) note that a number of evolving till exert a strong 
influence on the ways in which professionals are obliged to conduct their affairs in 
society. Such conditions may include advances in technology, increasing competition 
facing globalisation, deregulation, increasing dissatisfaction amongst members and 
distrust of the motives and behaviour of professional association staff (Gold et al., 
2002). 
Merton (1958) defined a professional association as an organisation of practitioners 
who consider one another as professionally competent, and who jointly perform social 
functions, which they cannot perform in their separate capacity as individuals.  
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McQuide, Millonzi and Farrell (2007) define a professional body as an organisation 
that is mostly not-for-profit, which represents a particular profession and promotes 
excellence in practice, thereby protecting the public interest as well as the good 
standing of the professionals.  
Henry, Sims and Spray (1971) as well as Larson (1977), claim that referring to a group 
of people as a profession is unjustified, unless they have a common professional 
association.  Greenwood (1957) initially found that a professional culture sustained by 
a professional association is one of the key traits of professions. Jackson (1970) 
agrees with this, and also adds that membership of a voluntary association is one of 
the four essential elements of professional behaviour, thus forming the basis of a 
profession.  
As professional bodies essentially comprise groups of experts with a specialised body 
of knowledge, it makes sense for these bodies to regulate their own profession, as 
these experts are in the best position to set standards, and to evaluate whether they 
have been met.  As the knowledge that these members have is so specialised, it is 
difficult and expensive for the government to determine and monitor standards of 
practice for the profession, according to Randall (1993). 
It is worthy of note that the view that membership of a professional body is essential 
to professionalisation, is not undisputed.  Meintjies and Niemann-Struwig (2009) found 
that some of the respondents to their study about professionalisation, felt that state 
regulation or control should be avoided, because it would constitute an undemocratic 
and unwarranted interference in the activities of professionals, and that it should be 
left solely to the market itself to judge the skills and effectiveness of individual 
practitioners and agencies.  They were further of the opinion that professionalism is a 
function of the integrity of individual practitioners, and that it cannot be guaranteed by 
the oversight or activities of a nationally recognised professional organisation.  This 
view was however in the minority, in their research. 
No single definition can cover the many different groups of professionals which use 
the term professional association, professional body, professional organisation or 
professional institute to describe their organisation, according to Allaker and Shapland 
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(1994).  Their research focuses on the kind of professional associations which have, 
as a basic minimum, four key features in common, identified below as: 
 entry criteria/barriers, based on education/ experience, to qualify as members; 
 a register of members; 
 a code of conduct or guidance for members regarding their professional work, 
and 
 systems to maintain standards and quality within the profession. 
The South African Qualifications Authority (SAQA, 2012) defines a professional body 
as any group of expert practitioners in an occupational field.  They further define it as 
a body constituted to represent and/or regulate a recognised community of expert 
practitioners (SAQA, 2012).  
SAQA’s previous (2006) definition covered the role of professional bodies in detail, 
which was largely aligned to the traits listed by other authors.  The previous definition 
described a professional body as a body appointed to represent a recognised 
community of expert practitioners, which devises, informs, monitors and continually 
updates the benchmark standards of competence, ethically, practically and 
academically, required in the practice of the profession for which it is responsible.  It 
further describes a professional body as being governed either by a statute or a 
constitution, and having the necessary full-time resources to carry out its functions. 
Major functions identified included quality assurance, assessment of professional 
competence, the conferring of professional designations and the right to practice, 
development and management of a code of professional/ ethical conduct and ensuring 
the currency of knowledge of members through the implementation and monitoring of 
continuing professional development (CPD) programmes (SAQA, 2006).  
South African professional associations recognised by SAQA include the South African 
Institute of Chartered Accountants, South African Institute of Professional Accountants, 
Water Institute of Southern Africa, Institute of Directors, South African Institute of 
Aneasthiologists, South African Chefs Associations, and others as identified in Table 
3.3.  The next section will look at the importance of effective professional associations. 
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2.5.1 Professional association effectiveness 
Professional association effectiveness will now be discussed in respect of its definition, 
the factors influencing it and performance measurement related to it. 
2.5.1.1 Defining professional association effectiveness  
Yankey and McClellan (2003) stated that organisational effectiveness is the measure 
to which an organisation has met its stated goals and objectives, and how well it 
performed in the achieving them.  Malik, Ghafoor and Naseer (2011) narrated that 
organisational effectiveness is the concept of how effective an organisation is in 
achieving the outcomes the organisation intends to produce, that is its objectives.  
Malik, et al. (2011) also state that organisational effectiveness is an abstract concept, 
which is basically impossible to measure.  They find that instead of measuring 
organisational effectiveness, the organisation determines proxy measures, which are 
then used to represent effectiveness.  In it may be included such things as efficiency 
of management, performance of employees, core competencies, number of people 
served, types and sizes of population segments served.  Garcia, Gonzalez and 
Acebron (2012) further define organisational effectiveness as dependant on 
comparative, multidimensional and a social construction. 
Mathews (2011) posed certain conceptual questions about organisation effectiveness 
such as, what to measure, rather than how to measure effectiveness; how to define 
various factors; and how to link these factors in the assessment process to the 
organisation’s goals, objectives, and functions.  These questions would equally apply 
to professional associations’ effectiveness, as well. 
Fink, Jenks and Willets (1983) stated that the commonly accepted definition of 
effectiveness, is that it measures the degree of success by which organisational goals 
are achieved.  Reed (1991) expanded on this by defining efficiency as the attainment 
of a desired outcome or a goal with a minimum of effort, cost or waste. Thus, according 
to Reed (1991), while efficiency involves the quantitative comparison of inputs to 
outputs, effectiveness involves the concept of comparing organisational goals against 
organisational achievements. Reed states that the disciplines where optimisation 
concepts are emphasised can thus easily deal with the problems of efficiency 
measurement, but cannot easily handle the evaluation of effectiveness.  The 
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management disciplines have filled this void with softer measures which, 
unfortunately, do not lend themselves easily to quantification.  
Mensah, et al. (2006) cite Quinn and Rohrbaugh (1983) as concluding that 
organisational effectiveness is not a concept, but it is a socially constructed abstract 
notion. Mensah, et al. (2006) also identify the two main differences between 
effectiveness and efficiency as: 
 Contrasting with efficiency, when measuring relative effectiveness, the 
resources under consideration are not the actual resources used by the 
organisation, but all potentially usable resources.  Potentially usable resources 
include potential assets (tangible and intangible  that, by creative thinking, could 
be converted to inputs and utilised by the organisation, and 
 achievable outputs (for relative effectiveness) versus actual outputs/outcomes 
(for relative efficiency).  They define achievable outputs as the outputs that an 
effective and efficient organisation can generate if all the potentially usable 
resources were deployed and utilised, in pursuit of the objectives of the 
organisation. 
Stone et al. (2008) define effectiveness as the ability to determine appropriate 
objectives that is doing the right things.  Scott et al. (2008) define effectiveness as the 
likelihood of achieving the intended objectives of an activity, policy or other 
intervention.  Lecy et al. (2012) found that the term effectiveness was often not defined, 
or the definition provided.  They found some authors defined effectiveness as 
employing management techniques to minimise costs and further define different 
forms of effectiveness in non-profit organisations as per Table 2.3 below. 
Table 2.3: Different forms of effectiveness in non-profit organisations 
EFFECTIVENESS IN NON-PROFIT ORGANISATIONS 
Managerial 
effectiveness 
Organisations that want to survive and grow must develop core 
competencies in areas such as managerial leadership, human 
resources, board governance, adequate financial controls, and 
planning and budgeting processes. This domain is commonly 
evaluated, because many measures like human resource statistics 
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and financial ratios can be quantified. There are many audit 
systems available, including the balanced scorecard 
Programme 
effectiveness 
Clear differentiation between the implementation of a programme, 
and the impact of a programme. When NPOs and NGOs are 
contracted to provide services, they are typically assessed by 
measuring programme output or outcomes, but not necessarily 
programme impact. 
Network 
effectiveness 
Both NGOs and NPOs operate within a context of networks, 
whether as part of a coalition working toward a specific policy 
change, or as part of a service-delivery network. Effective 
organisations are likely to be those that can mobilize networks, or 
leverage resources and achieve strategic objectives, through 
participating in networks. 
Source: Researcher’s own construct adapted from Lecy et al. (2012) 
Eisinger (2002) notes some characteristics of effectiveness from NPO research as 
including:  
 project impact;  
 financial efficiency ;  
 managerial effectiveness;  
 board effectiveness; and  
 effective use of partnerships and networks.  
Eisinger (2002) further adds that effectiveness is dependent upon the context in which 
it is measured.  Edwards et al. (1999) agree and claimed that there is no such thing 
as a universally appropriate strategy among NGOs.  They conclude that NGOs can 
increase the opportunities for effective work, by utilising the right strategies, in the right 
combinations.  The factors affecting effectiveness will now be explored. 
2.5.1.2 Factors affecting effectiveness 
Khan et al. (2012) state that organisational effectiveness, in general, is based on the 
integration of the goals of the organisation and the employees. They found that neither 
can be viewed in isolation.  They mention factors that may affect the organisational 
44 
 
 
effectiveness as including, organisational environment, performance, motivation 
managerial expertise, multi-ethnic and racial background, and creative synergy. Table 
2.4 describes a number of factors that may also affect organisational effectiveness:  
Table 2.4: Factors that affect organisational effectiveness 
FACTORS AFFECTING ORGANISATIONAL EFFECTIVENESS 
Performance 
Performance is usually considered to be a broader term than 
effectiveness and includes efficiency and behaviour (Malik et al. 
2011).  According to Scott et al. (2008), these terms are often 
used interchangeably in practice. 
Motivation 
A motivating environment is not necessarily one in which all 
employees are happy at all times. A motivating environment 
may produce satisfied employees, which in turn may make 
employees happy. A motivating environment exists with 
conditions such as adequate working conditions, high 
standards, clear objectives, effective leadership, adequate 
training, and rewards that employees value. Malik et al. (2011) 
defined employee motivation as the psychological process that 
gives employee behaviour its purpose and direction, and a 
tendency to behave in a purposive manner to achieve specific 
needs, with an internal drive to satisfy an unsatisfied need, and 
the will to achieve. Motivation is affected by carrier 
opportunities, suggestions, leadership styles and opinions and 
advices from seniors. 
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FACTORS AFFECTING ORGANISATIONAL EFFECTIVENESS 
Organisational 
environment 
According to Malik et al. (2011) the organisational environment 
reflects from the rules and regulations, culture, composition and 
freedom of work within the organisation. They further define the 
organisational environment as the prevailing forces that can 
make an impact. These forces comprise opportunities and 
threats. Organisational environment determines the manner and 
extent to which roles, power, and responsibilities are delegated, 
controlled, and coordinated, and the flow of information between 
levels of management. 
Managerial 
expertise 
Malik et al. (2011) concludes that managerial expertise includes 
training, checks and balances and the opportunity of a 
condensed workweek. Malik et al. (2011) conclude that results 
conclusively indicate that leadership has a direct relationship on 
overall perceptions of organisational effectiveness, and hence, 
organisational performance. 
Organisational 
culture 
Organisational culture is closely related to organisational 
effectiveness, according to Trefry (2006), because culture and 
sub culture influence employees’ values, which affect 
employees’ perceptions and decisions (Mariappanadar, 2005). 
Source: Author’s own construction. 
Tseng and Lee (1985), cited by Malik et al. (2011) add to this discourse, by defining 
dimensions of organisational culture as summarised in Figure 2.1 below.  From Figure 
2.1 it is seen that all these elements play an important role in defining the culture of an 
organisation, which is a factor being investigated in this research.   
Marguardt (2002) describes organisational culture as an organisation’s ‘values, 
beliefs, practices, rituals and customs’.  Schein (1996) argues that organisational 
culture comprises two layers, namely visible and invisible characteristics.  The author 
describes visible characteristics as the external building, clothing, behaviour modes, 
policies, myths language and rites.  The invisible characteristics Schein describes as 
values, norms, faith, and business assumptions.  Schein argues that the learning 
46 
 
 
organisation’s culture is continually evolving, with the goal being an exchange of useful 
knowledge, leading to innovation and improved effectiveness.  Fard et al. (2009) 
agree, and highlight that organisational survival is dependent upon emerging learning 
within the organisations. 
 
Figure 2.1: Dimensions of organisational culture.   
Source: Adapted from Malik et al. (2011) 
Hellrigle and Slocum (1994) define four types of organisational culture, as depicted in 
Figure 2.2 below: 
Demanding
Stable work environment
Rewarding staff
Social relationships
Analytical
Innovative
Achieveme
nt oriented
47 
 
 
 
Figure 2.2: Four types of organisational culture. 
Source: Hellriegle and Slocum (1994).  
The individual perceptions combine to create the collective organisational culture.  If 
the culture is one of collaboration, then knowledge sharing amongst employees may 
be happening.  Riege (2005), however points out that a lack of important enablers, for 
example rewards, or the presence of noticeable barriers, may slow a collaborative 
culture.  Hence, it is critical to identify these barriers and remove them (Riege, 2005).  
Kreitner, Kinicki and Buelens (1999) identified four functions of organisational culture 
in the sense that it gives members an organisational identity; it facilitates collective 
commitment; it promotes social system stability; and it shapes behaviour by assisting 
members to make sense of their surroundings.  If the organisation commits to a 
collaborative, learning culture, then employees will acknowledge this, and adopt the 
collaborative.  However, according to Riege (2005), if no reward systems are put in 
place, then motivation is also restricted.  Campbell (2009) asserts that social factors 
like trust and collaboration are a part of the overall organisational culture.  Hence, by 
developing organisational culture, these factors will improve.  Also, by acknowledging 
an organisation as a learning organisation, subject matter experts are more likely to 
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be recognised, empowered and utilised in sharing their knowledge with employees, 
and the organisation.  
The issue of trust can be widely accepted as being closely linked to organisational 
culture.  Globally, trust in governments has come under scrutiny because of the corrupt 
practices of leaders. Increasingly, people are losing trust in governments and their 
leaders, according to Cloete (2007).  Hence, for a collaborative and sharing culture, 
building trust within an organisation is of paramount importance. 
In this section a few definitions of effectiveness were explored, as they relate to 
professional associations.  Different factors affecting effectiveness were found, and to 
a large degree, each organisation would have to determine the factors that are most 
relevant to it achieving its desired effectiveness.  Performance measures utilised in 
measuring effectiveness will now be investigated, to see if this provides some clarity 
with respect to the determining of such effectiveness factors. 
2.5.2 PERFORMANCE MEASUREMENT WITHIN PROFESSIONAL 
ASSOCIATIONS 
Mensah et al. (2006) argue that the lack of appropriate effective measurement criteria 
is an acute challenge, especially in the non-profit sectors of the economy. This is 
mainly because in the for-profit economic sectors, profitability and customer 
satisfaction are acceptable dimensions to measure effectiveness.  Mensah et al. 
(2006) then define good performance measures for measuring effectiveness in non-
profits as including: 
 Balanced - include both financial and nonfinancial measures; 
 aligned to the organisation’s strategies; 
 flexible - can be changed as needed; 
 timely and accurate; 
 simple to understand; and 
 focused on improvement.  
Mathews (2011) further suggests that good performance measures are also SMART. 
That is the measure has a Specific purpose, it is Measurable, the defined targets have 
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to be Achievable, the measure has to be Relevant to measure (and thereby to 
manage), and it must be Time phased, which means the value or outcomes are shown 
for a predefined and relevant period. 
Wadongo and Abdel-Kader (2011), citing certain authors, identify some determinants 
of performance measures as organisational (internal) and external environmental 
determinants. These are described in Tables 2.5 and 2.6 below. 
According to Zimmerman and Stevens (2006) there was a significant relationship 
between agencies that elected to use performance measurement, and those required 
to do so by some external stakeholder. Demand for accountability by various 
stakeholders, has been lauded as one of the reasons why non-profit organisations 
engage in performance measurement.  Benjamin and Misra (2006) found that non-
profit accountability remains in the public eye, due to factors like effective governance 
and funding diversity (LeRoux and Wright, 2010) and accountability for resources and 
outcomes (Pasupathy and Medina-Borja, 2008; Mueller et al., 2006). 
Table 2.5: Organisational determinants of organisational performance 
measurement 
DETERMINANTS RESEARCHERS 
Size, as measured by budget and 
employee count 
Zimmerman and Stevens, 2006; Le Roux 
and Wright, 2010 
Managers level of education and 
knowledge 
Teelken, 2008; Moynihan and Ingraham, 
2004; LeRoux, and Wright, 2010) 
Resource dependency and 
constraints 
Thomson, 2010; Leat, 2006 
Age and type of NPO 
Zimmerman and Stevens, 2006; Carman, 
2009; Keating et al., 2008) 
Amount of funding Carman ,2009 
Source: Author’s own construction. 
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Table 2.6: External environmental determinants of organisational performance 
measurement 
DETERMINANTS RESEARCHERS 
Competition Le Roux and Wright 2010 
Funders reporting mandates and 
requirements 
Moxham, 2010; Thomson, 2010; 
Carman, 2007 
Regulatory and government 
requirements 
Thomson, 2010, Nyamori, 2009; Lecy 
et al., 2009; Keating et al., 2008; 
Carman, 2007 
Tension between stakeholders Fowler, 2009 
Peer pressure, collegial trust and strong 
value systems 
Soobaroyen, and Sannassee, 2007; 
Lindgren, 2001 
Cultural sensitivity Jackson, 2009 
External environmental requirements 
and public pressures 
Lecy et al., 2009; Leat, 2006; Chang, 
2006; Christensen and Ebrahim, 2006 
Source: Author’s own construction. 
In addition, NPOs face demands to use performance measures from various 
stakeholders to ensure accountability (Lee, 2004; Lindgren, 2001).  Some of the 
stakeholders identified include the: 
 public (LeRoux and Wright, 2010; Mueller at al., 2006)  
 clients (Lee, 2004) and  
 funders (LeRoux and Wright, 2010; Weigelt, 2009; Mueller et al., 2006).  
In reviewing performance measurement literature it appears that non-financial 
measures have more advantages and are directly traceable to the long-term 
organisational strategy.  Yet, financial measures are associated with a number of 
weaknesses, such as an overall lack of balance, lack of accuracy and neutrality; too 
irrelevant and too summarised due to the length of the accounting period, and an 
emphasis on the short term, often at the expense of strategic issues. (Wilson and 
Chau, 1993). 
51 
 
 
To address the above weaknesses non- profit performance measurement solutions 
have mainly concentrated on non-financial measures, centred on organisation 
missions, strategy inputs, processes, outputs and outcomes.  Whilst there are many 
advantages to non-financial performance measures, they are not without 
disadvantages.  Using multiple measures is time consuming and can create conflict in 
the short term.  These measures, as a result of poor statistical reliability, can reduce 
their ability to discriminate superior performance, or predict future financial results. 
(Wadongo and Abdel-Kader, 2011) 
Kendall and Knapp (2000) further identify four criteria of performance, as illustrated in 
Figure 2.3 below. 
 
Figure 2.3: Four criteria of performance.   
Source: Adapted from Kendal and Knapp (2000) 
Herman and Renz (2008) add to the discourse by finding that increases in growth or 
size are not appropriate indicators of non-profit organisational effectiveness, although 
some stakeholders might regard growth in size as an indicator of effectiveness.  They 
also found that all stakeholder groups rated organisational responsiveness, as strongly 
related to organisational effectiveness.  Their analyses show that not only is 
responsiveness related to effectiveness, but that the responsiveness rating is highly 
related to the average of the groups.  This means that researchers can use the 
EffectivenessEconomy
Efficiency Equity
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averaged responsiveness score as an indicator of effectiveness or, at least, one kind 
of effectiveness. 
According to Ostrower (2004), while many of the measures that would help 
associations achieve desired success are well-known and seemingly simple in theory, 
they are apparently often not being implemented in practice.  From this perspective, 
Ostrower (2004) argues the improvement steps that should be taken include: 
 Developing a clear and specific mission statement; 
 establishing a clear method by which to evaluate mission effectiveness; 
 awareness of the tendency for inertia to set in and undermine the on-going 
commitment to self-assessment and 
 establishing a board and staff consensus to evaluate the foundation’s 
effectiveness. Board members must commit to the organisation’s evaluation 
process, and efforts made to adhering to procedures by which the foundation 
evaluates itself. 
Ostrower (2004) further lists some improvement areas, cited by associations as: 
 Better understand how to evaluate the foundation, its impact, progress toward 
meeting its goals, and/or grant outcomes, and do more evaluation; 
 increase staff; 
 strengthen grant application and review procedures; 
 have more financial resources; 
 increase foundation visibility; 
 greater focus and 
 greater impact. 
Mensah et al. (2006) identify the following three key characteristics that frequently play 
a dominant role in NPO organisational performance: 
 the organisation’s resource-acquisition ability; 
 the attainability of the organisation’s goals, and  
 organisational efficiency.   
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The majority of the theoretically proposed frameworks focus on external evaluation of 
the non-profit organisations.  A performance management framework that focuses on 
key internal performance dimensions, while still recognising the influence of internal 
and external factors, is still lacking according to Kaplan (2001).  Despite the 
development and adoption of performance measurement systems, some researchers 
have reported unsuccessful implementation of comprehensive performance 
management systems in non-profit organisations (Kaplan, 2001; Ritchie and 
Kolodinsky, 2003).  At the same time, there are few performance measurement 
frameworks addressing the specific needs of non-profit organisations (Micheli and 
Kennerley, 2005).  
2.6 THE IMPORTANCE OF EFFECTIVE PROFESSIONAL ASSOCIATIONS  
Professional forms of organisation have endured much change, and demonstrate a 
capacity to adapt and develop, sometimes as an evolutionary change to character, and 
sometimes in subtle ways (Larson, 1977; Burrage, 1990).  They have traditionally 
played a significant role in furthering their profession and in the on-going development 
of its members.  A key distinguishing feature between professional associations and 
other third sector organisations is their focus on the individual according to Prideaux 
(2005).   
Professional associations have traditionally served the needs of professionals, who are 
also its members.  The primary focus areas have been the provision of professional 
development to members through education or training, facilitating and disseminating 
research into the profession or industry, or to provide industry and/or professional 
representation to government, according to Kloss (1999).  Prideaux (2005) identified 
some challenges facing these associations as funding, leadership, ownership and 
identity issues.  Associations generally are owned and funded by the membership 
dues, are usually structurally democratic, with any member also able to nominate and 
be elected to leadership positions, according to Prideaux (2005).   
All professional associations serve some purpose and provide some kind of value, 
when initially formed.  If that purpose and value are not sustained over time, the 
association will eventually lose membership support and may cease to exist, according 
to Wilson (1997).  Prideaux (2005) identifies one value of professional associations as 
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that being the encouragement and support of new research, and its implementation 
into the theoretical/knowledge base of the profession around which the association is 
built.  Fisher (1997) adds to the discourse, by identifying further attributes of 
professional associations as that of dealing with members and constantly pursuing new 
revalidated knowledge, resulting from research efforts in the field, or cognitive fields.  
A third value, identified by Fisher (1997) is that of encouraging and supporting the 
professional development of its members.  Fisher argues that the real value of 
professional associations lies in their active involvement in research and professional 
development of its members.  
Wilson (1997) and Binder (1999) argue that professional associations exist to satisfy 
the needs of, and create value for those members who voluntarily join the organisation.  
Kloss (1999) agrees and also states that “professional associations exist to advance 
the standing of members in their occupation or profession, by setting educational and 
other standards governing the profession, advocating favourable public and private 
policies, aiding members in their professional development, and advancing 
professional practice through research and information dissemination”. 
Frequently, professional associations are pioneers in developing and delivering 
training and services in their respective professions.  They are also active in the on-
going development of their members, according to Fisher (1997).  At inception of the 
professional association, they usually have a common purpose, which is to provide 
some form of value to the membership.  Typical professional association roles are 
depicted in Table 2.7 below. 
The traditional role of professional associations as being a learned society is under 
rapid challenge, according to Gold et al. (2002).  Rhea (2000) agrees and argues that 
rapid environmental change is impacting on professional associations in new ways, 
and this may significantly challenge traditional roles.  Rhea (2000) identifies some of 
these changes as technology, competition, and globalisation.  Yet, professional 
associations are commonly understood to be agents of reproduction rather than of 
change, according to Greenwood, Suddaby, and Hinings (2002).  Responses to these 
changes may include developing and implementing strategies and plans, however, the 
strategic processes used by professional associations are not yet well understood.   
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Table 2.7: Typical professional association roles 
Typical Professional Association roles 
Lobbying government for improved services and infrastructure 
Initiating industry services 
Developing and conducting information and educational programmes 
Taking responsibility for developing and supervising training standards 
Conducting examinations for professional entry and membership to the industry 
Vetting and monitoring ethical standards 
Delivery of programmes of continuing education for members.   
Source: Adapted from Fisher (1997) and Phoon (1997). 
Hence, whilst professional associations provide varying services to their members, 
they all have to establish roles for themselves.  Greenwood et al. (2002) find that 
professional associations are important for three reasons, that they identify as 
mediums through which members interact; shared characteristics that develop as a 
result of interaction between members  and  external organisations; and lastly, that 
they can play an important role in monitoring prevailing institutional norms.  Further 
adding to the discourse, Greenwood et al. (2002) found that professional associations 
succeed from the effort and input of their membership, and caution that if members 
cease to value membership, then membership will decline.  To maintain and increase 
membership, professional associations are required to deliver some form of value to 
their members (Fisher 1997).    
Fisher (1997) proposes that one indicator of value to members of professional 
associations can be active involvement in professional development and research, 
undertaken by the professional association.  Fisher (1997) argues that professional 
associations are built around a substantial body of knowledge and that prevailing 
theory should be constantly challenged, tested, and expanded through research.  A 
second measure of value proposed by Fisher (1997) involves the support and 
encouragement of members.  Fisher (1997) ultimately notes that only Professional 
Association members can determine the value of a Professional Association, to 
themselves.  
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The value of professional associations though is not only restricted to the professionals 
or the sector in which they operate, but expands much further.  Every professional 
association serves the sector it operates in, and indirectly many persons associated 
with that sector.  Its effectiveness determines how the professionals served by the 
professional association operate, and influences their effectiveness. The cascading 
benefits to the sector are immense, considering political, economic, social and 
environmental factors, amongst others.  This role directly influences the lives of many 
dependent upon the sector, with cascading benefits to the public, at large.  Hence, 
effective associations have a huge role to play in society.  The next section will look at 
how effectiveness is measured in professional associations. 
2.7 MEASURING EFFECTIVENESS IN PROFESSIONAL ASSOCIATIONS  
2.7.1 Performance measurement 
Pfeffer and Salancik (1978) state that the key to organisational survival is the ability to 
acquire and maintain resources.  Moore (2000) finds that for a professional 
association, voluntary contributions of time, money and materials, by its members or 
sector, are the defining source of sustainability for the professional association.  For 
many professional associations, effectiveness is measured through sufficient 
fundraising to maintain sustainability, and this is one of the most troublesome aspects 
of management according to Oster (1995).  Increasing competition and a lack of 
enthusiasm for fundraising amongst responsible professional association executives 
and board members are partly responsible for non-effectiveness, according to Oster 
(1995) and Kaplan (2001).  Professional associations’ organisational effectiveness 
and performance (OEP) can be measured in numerous ways, with the two frequently 
used dimensions being management effectiveness and programme effectiveness, 
according to Sowa, Selden, and Sandfort (2004).  Generally speaking, professional 
associations that are more effective have similar management methodologies, and 
apply structures and processes that are generally agreed upon as best practice, 
according to Herman and Renz (1998) and Sowa et al. (2004).  One method of 
assessing OEP is through the review of key financial ratios (Brown, 2005; Ritchie and 
Kolodinsky, 2003).  The financial condition of an organisation has also been found to 
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be a significant measure of the effectiveness of CEO’s and boards (Brown 2005; 
Herman and Renz 2008; Ritchie and Kolodinsky, 2003). 
Despite some debate about the use of financial ratios, they are widely used both in 
practice and in research to evaluate the effectiveness of fundraising efforts, according 
to Ritchie and Kolodinsky (2003).  Fundraising or sustainability performance measures 
are often used in management tools such as the Balanced Scorecard (Kaplan and 
Norton, 2004).  
Research done by Delerey and Doty (1996) and Pfeffer and Viega (1999) show a 
strong relationship between leadership, organisational performance and turnover.  
However, when an organisation’s leadership structure is not inclusive and distributed, 
it creates an unfavourable work environment and difficult to retain employees as their 
welfare, and opinions may not be taken into account in the leadership process 
(Nwagbara, 2011). 
A suitable OEP may also enhance competitive positioning within a sector. The system 
should be a mechanism to allocate responsibilities and decision rights, set 
performance targets, and reward the achievement of targets, according to Merchant 
and Van der Stede (2007).  To perform this role effectively, there is a need to innovate 
with regards to the means of measuring performance within organisation’s (Chenhall 
and Langﬁeld-Smith, 1998; Ittner and Larcker, 1998b; Kaplan and Norton, 1996, 2001; 
Lillis, 2002).    
The simplest approach for developing an innovative performance management system 
(PMS) is through the use of an integrated set of ﬁnancial and non-ﬁnancial measures, 
states Ittner et al. (2003).  Some researchers argue that it will lead to superior ﬁrm 
performance, which is an indicator of the organisation’s effectiveness. (Banker et al., 
2000; Hoque and James, 2000). The Balanced Scorecard model proposed by Kaplan 
and Norton (1996) is one of the most well-known PMS’s that attempts to incorporate 
these elements (Lee, 2011), and is also included in this study’s conceptual model. 
Speckbacher et al. (2003) differentiate the Balanced Scorecard model into three 
different types of performance measurement, namely minimum standard, the cause-
and-effect, and that of fully developed PMS. This can briefly be explained as follows: 
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 The Minimum Standard PMS can be deﬁned as a system that combines 
ﬁnancial and non-ﬁnancial measures in the four Balanced Scorecard 
dimensions, namely ﬁnancial, customer, internal process, and learning and 
growth; 
 the Cause-and-Effect PMS includes consideration of ﬁnancial and non-ﬁnancial 
measures, and additionally describes the strategies and measures using 
cause-and-effect relationships ,and 
 the Fully Developed PMS implements the organisational strategy by deﬁning 
the objectives, outcomes and connecting incentives with the PMS, while at the 
same time including integrated performance measures, and cause-and-effect 
relationships between strategies and measures.  
The next section will build upon this section, by identifying and describing some 
frameworks to measure the effectiveness of professional associations. 
2.7.2 Frameworks to measure performance and effectiveness of professional 
associations 
2.7.2.1 Important performance management frameworks (PMF) 
Performance measurement involves the selection, definition, and application of 
performance indicators, which quantify the efficiency and effectiveness of service-
delivery methods, according to Fine and Snyder (1999).  Fine and Snyder (1999) 
further  describe efficiency as  a measure of the relationship between resources and 
the results obtained from using them, whilst defining effectiveness as a measures that 
is directed at determining how well a service is provided, or how successful a 
department or programme is at meeting previously established objectives. 
According to Ferreira and Otley (2009), key objectives and goals are set by managers 
at every level, but it does not assume that these objectives and goals are necessarily 
those that best serve the professional associations as a whole.  This is consistent with 
Abernethy and Chua (1996), who follow the view that managers are entrusted with the 
responsibility of setting organisational objectives, taking into consideration the 
expectations of the relevant professional association’s stakeholders.  This definition 
views the performance management system as performing a supporting role for a 
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broad range of managerial activities, including strategic processes - which involve 
strategic formulation and strategic implementation (Mintzberg et al., 2003; Pearce and 
Robinson, 2007) as well as on-going management activities.  
Otley (1999) developed a Performance Management Framework, which intends to 
describe Management Control Systems (MCS). The areas within this framework are 
tabulated in Table 2.8 below: 
Table 2.8: The five areas of Otley’s performance management framework 
AREA OF FOCUS DESCRIPTION 
Area 1 
Identification of the key organisational objectives, and 
the processes and methods involved in assessing the 
level of achievement, in each of these objectives. 
Area 2 
The process of formulating and implementing strategies 
and plans, as well as the performance measurement 
and evaluation processes associated with their 
implementation. 
Area 3 
The process of setting performance targets, and the 
levels at which such targets are set. 
Area 4 
The Rewards Systems used by organisations, and the 
implications of achieving or failing to achieve identified 
performance targets. 
Area 5 
Identifying types of information flows required to provide 
adequate monitoring of performance, and to support 
learning. 
Source: Adapted from Otley (1999). 
The framework proposed by Otley (1999) has a number of strengths, according to 
Ferreira and Otley (2009), as described below: 
 It considers the operation of the MCS as a whole, and it can be used with both 
for-profit and not-for-profit organisations.  This contrasts with other 
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framework’s, such as value based management frameworks (e.g. Ittner et al., 
2003), which focuses only on for-profit entities; 
 the general nature of the framework ,enables other frameworks to be used to 
complement its interpretations and insights, as shown by the Tuomela (2005) 
and Ferreira (2002) studies; 
 its application has been reported to be straight  forward, the areas to be 
addressed are clear and unambiguous, and the questions asked appear 
meaningful at different levels of management (Ferreira, 2002), and 
 the framework facilitates the process of dealing with data, a particularly 
important aspect given the difficulty of dealing with large amounts of information 
in case-based research, according to Ferreira (2002).  
Simons’ (1995) Levers of Control Framework proposed the levers of control (LOC) as 
a tool for the implementation and control of business strategies.  This Framework is 
an action-oriented theory of control, which resulted from more than 10 years of work, 
which included case studies, and related discussions with senior executives and 
managers. 
Four key concepts are attached to Simons’ LOC, as described below: 
 Core values are controlled by the organisational beliefs system ,which guides 
the creative process of exploring new opportunities and instils widely shared 
beliefs; 
 risks to be avoided controlled by the boundary system, which plays the 
negative, limiting role of circumscribing the domain where the company seeks 
new opportunities; 
 critical performance variables controlled by the diagnostic control system, 
whose function is to monitor, assess and reward achievement on key areas of 
performance , and  
 strategic uncertainties controlled by the interactive control system, whose role 
is to encourage organisational learning and the process of development of new 
ideas and strategies. 
Looking at this framework’s strengths, it has been pointed out that the framework 
strongly focuses on strategic issues and on its implications for the control system, 
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whilst it also offers an overview, by looking at the range of controls employed and how 
they are used by organisations (Ferreira, 2002).  In terms of weaknesses, Collier 
(2005) maintains that the LOC framework does not give sufficient emphasis to socio-
ideological controls.  
Some researchers indicated a need for a more comprehensive approach to the study 
of management control systems considering the inherent limitations of existing 
frameworks (Chenhall, 2003; Covaleski et al. 2003).  Hence, Ferreira and Otley (2009) 
proposed an extended framework.  This extended framework aims to provide a broad 
view of the key aspects of Performance Management Systems, and to form the basis 
upon which further investigations can be developed.  This approach extends Otley’s 
(1999) framework, to attempt to resolve the issues outlined above.  
The frameworks identified in this section provide some guidance to professional 
associations in measuring their effectiveness.  However, the inherently different nature 
of all professional associations, requires that these frameworks be adapted for their 
unique circumstances.  It is essential that professional associations utilise and adapt 
a framework, according to their own needs and requirements.  This ensures that they 
are able to align strategies and budgets, to the association’s unique service offering.  
Against the background of the preceding literature review on measuring and fostering 
the effectiveness of professional associations, the next section looks at a hypothesised 
model to improve organisational effectiveness in these associations. 
2.8 A HYPOTHESED MODEL TO IMPROVE EFFECTIVENESS OF 
PROFESSIONAL ASSOCIATIONS 
This section will investigate the following drivers of professional association 
effectiveness.  
2.8.1 Environmental characteristics 
Professional associations invariably place a member’s service quality before profit, 
whilst they exhibit passion for the causes with which they are associated and tend to 
be value driven, according to Wallis and Dollery (2006).  Environmental strategies and 
characteristics can communicate intent and have been positively linked to association 
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performance outcomes (Klassen and Whybark, 1999; Griffiths et al., 2007).  However, 
the environmental strategies of many organisations tend to be implicit and hence not 
formally communicated (Matten and Moon 2008, Jackson and Apostolakou, 2010).  
Institutional research also suggests that it is external characteristics such as country, 
industry, profession, etc. that leads to the adoption of practices and structures 
(DiMaggio and Powell 1983, Grewal and Dharwadkar, 2002).  Institutional pressures 
create constraints on decision making that are deeply embedded, making institutions 
stable and hard to change, and become predictors of organisational decision-making 
and effectiveness (Peters, 1999; Matten and Moon 2008). 
Lee (2011) notes that there is a huge variance in how professional associations 
respond to such institutional pressures and that, for many associations, they respond 
by communicating intent not action.  There is some evidence suggesting that the 
nature and strength of the respective legislative environment (rule of law) will influence 
decisions and strategy.  The average perception of the rule of law within a country is 
then a proxy for how confident the citizens are in the legal/regulatory system as well 
as their likelihood to abide by the rules of the system.  Rule of law in this context may 
then explain why associations in countries with similar regulatory frameworks might 
still have different responses to these frameworks (Pagell et al., 2013).  The 
managerial literature points toward improved performance for those organisations that 
also perform well environmentally (Pagell et al. 2013).  It is proposed that the 
legislative environmental hypotheses described, will apply similarly to other 
environmental factors, such as social, political, and so forth, as they also are driven by 
external influence. 
2.8.2 Competitive position 
Associations that are able to maintain exceptional sustainability over time, have a 
sustainable competitive advantage, according to Porter (1985).  Sustainable 
competitive advantage is, in part, a function of industry conditions and the technology 
utilised.  Competition is a powerful contextual factor affecting both organisational 
design and performance, according to Lee (2011).  Hence, the design and use of 
appropriate control systems to maintain viability and prosperity, is essential (Cooper, 
1995; Kaplan and Cooper, 1998).  
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Hill (2000), and Mia and Clarke (1999) found that prior empirical studies suggest a link 
between the intensity of market competition and particular uses of a management 
accounting system (MAS).  Hill (2000) also found positive correlation between the 
adoption of a costing system, and increased competition. Hill (2000) specifically found 
that competition intensity increases demands for management information, where 
price-based competition occurs.  This is because price competition induces 
organisations to reduce costs, which indirectly increases the demand for management 
to manage costs.  It stands to reason that an association with a very effective 
management information system, or the leading information system, will have a 
competitive advantage.  Further if you are the first or leading association to have an 
effective system, you may have a competitive advantage. 
Customers and members will have increased demands with respect to quality and 
efficiency, with increased competition in a sector (Anderson and Lanen, 1999). 
Information on customer satisfaction, process management and innovation is thus 
becoming increasingly important.  Increasing competition has increased the appeal of 
non-ﬁnancial performance measures, due to them being best indicators of ﬁnancial 
performance, found Banker et al. (2000).  Performance measures should provide a set 
of integrated information, aligned to decision-making and to reward performance in the 
face of increased competition, according to Scott and Tiessen (1999).  Integration of 
non-ﬁnancial and ﬁnancial measures provides reliable feedback for performance 
evaluation, and thus allows organisations to deal with external competition (Otley, 
1999; Kaplan and Norton, 1996c).  
Hence, the use of a suitable PMS, which provides sufficient measures and incentives 
for the achievement of ﬁnancial goals (Ittner and Larcker, 1998b; Malina and Selto, 
2001; Webb, 2004).  Associations should establish PMS’s on the basis of causal 
models which are expected to become effective tools for communicating strategy 
(Ittner et al., 2003; Kaplan and Norton, 2001; Malina and Selto, 2001).  Thus providing 
a cause-and-effect relationship between non-ﬁnancial measures and future economic 
performance, presents a clear causal relationship in the face of intensifying 
competition. Illustratively, products and services with numerous alternatives in highly 
competitive markets will reﬂect a clear relationship between quality and customer 
satisfaction (Banker and Mashruwala, 2007).  
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Achieving ﬁnancial strategies, through incentives, allows organisations facing 
competition to align their strategies to their incentive system, by motivating employees 
and to facilitate smoother communication of these approaches, according to Gupta and 
Govindarajan (1984).  Thus, an incentive system that rewards the achievement of pre-
deﬁned targets, such as increased service quality, may lead to better organisational 
outcomes, and influences the association’s effectiveness. 
2.8.3 Re-investing in skills 
Knowledge and the capability to create it, through organisational learning, are seen by 
many scholars and practitioners to be important sources of competitive advantage for 
associations, which influences association effectiveness (Crossan and Guatto, 1996; 
Nonaka et al. 2000).  Through learning and skills investment, associations may expand 
their knowledge and skill bases and improve their ability to assimilate and utilise new 
information (Cohen and Levinthal, 1990; Schilling, 2002). 
Organisational learning, or skills investment, may be defined as the development or 
acquisition of new knowledge or skills, in response to internal or external stimuli that 
leads to a more or less permanent change in collective behaviour, and also enhances 
organisational efficiency and/or effectiveness (Spicer and Sadler-Smith, 2006).  Stata 
(1989) argues that an essential of organisational learning theory is that the effective 
acquisition and utilisation of new knowledge at the organisational level, and becomes 
a source of flexibility, adaptability and competitive advantage, and hence is likely to be 
associated with enhanced organisational performance and effectiveness.  
Furthermore, Spicer and Sadler-Smith’s (2006) research indicates a causal 
relationship between organisational learning and performance (Spicer and Sadler-
Smith, 2006). 
Within professional associations, skills development applies to association members 
and staff, and associations’ policies around skills development for its members are 
usually linked to membership requirements (Fenwick, 2009).  Evetts (2003) finds that 
such skills development is considered part of the traditional conception of a 
professional’s skills set, and that it is largely autonomous and self-regulating with 
specialised expertise, and a responsibility owed to the public, to maintain standards in 
this expertise.  In this regard, Fenwick (2009) suggests that evaluation of a 
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professional’s skills merge based upon certain assumption, namely that learning is 
about individually acquiring new knowledge and skills, secondly, that participation in 
specially designated or designed activities for professional development, will produce 
this learning, and lastly that one should predetermine and regulate the knowledge 
most worthwhile. 
McWilliam (2002) asserts that it limits perception of worthwhile knowledge, and also 
curtails debate around the issue.  These challenges need to be fully explored in terms 
of how to assess professionals’ learning, whilst matching the needs of practice and 
expertise, (Fenwick, 2009). 
In looking at this connectivity, one must try and link career planning and skills training, 
with the management thereof.  As specialists, many association members must know 
about their role and sectors more than their managers or anyone else in the 
organisation (Myers, 1996).  Knowledge workers, who comprise most professional 
association members, depend on their managers only to provide direction and define 
the outcome of their tasks (Drucker 1999).  Knowledge workers is defined by Van 
Staden and du Toit (2012) as an individual who has considerable knowledge and 
learning in a specialist field, like a professional or professional association member. 
Van Staden and Du Toit (2012) undertook research amongst knowledge workers, 
which showed that:  
 Knowledge workers are motivated through recognition by peers, rewards, and 
monetary rewards.  Without these incentives, they will lack the sense of 
achievement necessary to excel in their careers; 
 knowledge workers see internal training programmes as incapable of delivering 
the training they require.  Organisations should ensure that their training 
programmes are innovative to ensure that they respond to the demands of a 
knowledge economy; 
 a lifelong career with one organisation is a thing of the past; knowledge workers 
are more concerned with lifelong learning and experiences gained through a 
succession of multiple jobs to gain the experience necessary to provide the 
organisation with a competitive advantage; 
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 challenging work assignments provide knowledge workers with a sense of 
purpose and achievement.  Providing knowledge workers with a series of 
challenging work assignments better equips them to develop their careers and 
 the lifespan of an organisation is much less than the natural lifespan of a 
knowledge worker, and knowledge workers frequently outlive the organisations 
they work for.  Knowledge workers therefore take control of their own careers 
as their careers consist of a series of projects or assignments, independent of 
the organisations employing them. 
The research indicates that investing in skills, especially those of knowledge workers 
like in professional associations, provides a competitive advantage, which influences 
the effectiveness of professional associations. 
2.8.4 Re-investing in physical resources 
When reinvesting in physical resources, such as IT, new equipment, etc. by 
associations, the intention is to replace existing infrastructure  and applications with 
an alternative or supplement, whilst improving working practices, which holds the 
promise to streamline activities by eliminating duplication of data and effort (Cornford 
and Pollock, 2003).  Thus, islands of technology, legacy systems and organisational 
silos are removed, facilitating better quality information and leading to more informed 
decision making, according to Bannister (2001) and Wagner and Newell (2004). 
Whilst funding and organisational finance may be restricted, professional associations 
can still provide access to quality resources by its members, through the use of 
technology, and this may become a competitive advantage (Berger, 2014).  Berger 
(2014) also identifies three critical factors, in considering new technology, namely 
programme integration, responsiveness to change, and leadership. 
Leonardi and Barley (2008) outline some concerns in the role that people can play in 
the use of technology.  They surmise that within the increasing use of technology, the 
role of people should not be underestimated. 
The research can be summarised to conclude that physical investments, thoughtfully 
considered, provide a competitive advantage.  This advantage may be utilised by PA’s 
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to ensure effectiveness. The role of people and the sector would have to be considered 
in maximising this effectiveness though. 
2.8.5 Imitation of resources and skills 
Barney (1991) noted that sustainable competitive advantage comes from resources or 
capabilities that are valuable, rare, difficult to imitate and not easily substituted. 
Segelod (2000) investigated how professional service organisations invested in 
developing, the skills of their employees.  The study highlighted that these professional 
organisations invested as heavily in skills development as manufacturing organisations 
do, which is consistent with Neely’s (2005), finding that organisations are increasingly 
investing intangible assets, like skills development. Investment in these organisations 
was in the form of training and the development of new knowledge, which represented 
their primary productive resources (Grant, 1996). 
An organisations ability to perform in a consistently exemplary fashion suggests the 
presence of a core competency, and it is that which provides competitive advantage 
(Prahalad and Hamel, 1994).  The core competency construct, however, suffers from 
conceptual and operational confusion, and the role of the Human Resource 
Development (HRD) function regarding core competencies has been poorly 
considered, argues Clardy (2007).  Within any competitive industry, including 
professional associations, organisations compete in offering their products and 
services (Hirshleifer, 1980).  Some organisations though, achieve above average 
profits, hence have some type of competitive advantage (Oster, 1999; Porter, 1985). 
That advantage is said to be due to some strategically important factor(s) (like 
possessing the latest technology or introducing a new product, for example) that 
allows it to outperform its peers.  Some advantages may be short-lived, as competitors 
purchase comparable technology or reverse engineer the new product in order to bring 
out their own model (Ghemawat, 1986).  Thus, some strategic advantages can be 
easily neutralised by acquisition or imitation, and these advantages then become 
contestable. 
Porter’s (1980, 1985) classic approach emphasized and compared an organisation’s 
position to its competitors, by looking at five factors, namely: the intensity of 
competition, the availability of substitute products or services, the power of buyers and 
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of suppliers in the sector, and entry barriers to the sector or services.  Using this 
approach, strategic positioning plans can be made to take advantage of company 
strengths, while undermining any competitor advantages.  One problem with this 
approach, though, is that it may be limited to more stable competitive environments. 
In turbulent conditions, positions change too rapidly, making positioning plans lagged 
or slowed attempts, to hit a continually moving target (Grant, 1996).  A second, 
resource-based approach to strategy (Barney, 2002; Prahalad and Hamel, 1990) finds 
that competitive advantage is obtained less by looking at competitors, but rather by 
concentrating on its internal resources or core competencies. 
The focus of the resource approach to strategy involves acquiring, developing, and 
maintaining specific core competencies that produce superior long-term performance.  
The resource-based approach may be especially suitable for organisations operating 
in turbulent, unpredictable environments.  These two approaches are not necessarily 
contradictory, but they do emphasize different tactics for competing (Scarbrough, 
1998). 
A capability becomes a core competency when it is responsible for superior 
organisational results.  Coyne, Hall and Clifford (1997) define a core competency as 
a combination of complementary skills and knowledge bases embedded in a group or 
team, which results in the ability to execute one or more critical processes to a world-
class standard.  Snow and Hrebiniak (1980) add that they allow an organisation to 
perform better than other organisations within a similar environment. In general, then, 
a core competence is an organisational capability to perform some aspect of a service 
offering in a manner consistently superior to its competition that in turn leads to above-
average organisational performance and effectiveness.  Core competencies lead to 
persistent superior performance in several ways; hence they generate more efficient 
and effective performance.  In summary, the two approaches indicate that by ensuring 
unique services and products, a professional association is able to ensure competitive 
advantage, and within a competitive environment, should concentrate on core 
competencies, to ensure effectiveness of a professional association. 
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2.8.6 Operations  
The operations area is a key element in improving business performance (Hayes and 
Wheelwright, 1984; Skinner, 1969).Phan and Chambers (2013) indicate that much of 
the discipline of operations includes dealing with uncertainty.  In this regard, various 
studies have examined the role of the operations function in achieving a competitive 
advantage (Kim and Lee, 1993; Swamidass and Newell, 1987; Wheelwright, 1984).  
They show that not only does operations management contribute to resource 
organisation and productive factors, but it can also be a source of sustainable 
competitive advantage and, therefore, must be integrated into organisations strategic 
processes (Espino-Rodríguez and Gil-Padilla, 2014).  
Hence, an operations strategy is seen as the effective use of resources to achieve 
business and corporate goals (Kim and Arnold, 1996).  These strategies may be 
understood as the effort devoted to accomplishing the organisation’s goals through 
better use of multiple factors in the production process (Ahmed et al., 1996).  This can 
then be cascaded down into operational decisions, or policies and practices, which 
are defined as the set of action plans that make up the operations strategy and are 
able to influence the achievement of a competitive advantage and, consequently, the 
business performance (Espino-Rodríguez and Gil-Padilla, 2014). 
Leachman et al. (2005) conclude that for operational improvement, organisations must 
identify operation practices that support competitive priorities, leading to better 
business performance and effectiveness.  Schneider (2004) finds that an important 
part of operations management involves understanding the relationship between 
service operations and revenue.  Barnes’ (2002) research in operations indicates that 
the operations strategy is a complex process involving actions and decisions resulting 
from deliberate predetermined intentions of managers.  Results coincide with those 
obtained by Diaz-Garrido et al. (2007), who state that operations decisions influence 
organisational performance. 
Hence, many researchers indicate that operations do indeed impact and influence 
organisational performance, and effectiveness.  This would apply to professional 
associations, as well. The next section will investigate the effect of finance on the 
effectiveness of a professional association. 
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2.8.7 Finances 
Non-profit associations make profit, but are not allowed to distribute it among their 
members; it has to be reinvested (Hansmann, 1986).  This implies that financial 
performance is not a priority of non-profit organisations.  Rather, accomplishing their 
mission and serving their members are typically more important to associations. 
Nevertheless, financial health is critical to their sustenance according to Young (2006).  
Young (2006) points out that any theory of non-profit finance must account for three 
basic issues - financing of current operations, financing of long term capital needs and 
the balance or mix among different sources of income for these purposes. An 
important consideration for associations finance is revenue diversification, according 
to Kearns (2007).  Notably, a high level of revenue diversification was found to be 
associated with a stronger financial position (Chang and Tuckman, 1994). 
For revenue diversification, leaders of associations have to ensure that these divisions 
are based on total quality management (TQM) and it should be widely perceived that 
the decision will add value to its value chain, thereby increasing stakeholders’ 
satisfaction (Abdullah et al., 2015). They also identify other strategic management 
tools, important in finance decision-making as: Business Process Reengineering 
(BPR); the Balanced Scorecard (BSC), Enterprise Resource Planning (ERP); 
Computer-Assisted Manufacturing (CAM); Agile and Responsive Manufacturing, 
Customer Relationships Management (CRM); Activity- Based Management (ABM); 
Activity-Based Costing (ABC); Just-in-Time (JIT); Theory of Constraints (TOC); High-
Performance Culture (HPC) and Empowerment and Decentralisation . 
Adding to the discourse, Todaro and Smith (2003) state that cost-benefit analysis can 
be defined as a basic tool of economic analysis in which the actual and potential 
private and social costs of various economic decisions, are weighed against actual 
and potential private and social benefits.  Decisions or projects that yield the highest 
ratio of benefit to cost are usually thought to be most desirable.  Good corporate 
governance underpins market confidence, integrity, and efficiency, and hence 
promotes economic growth and financial stability (Kirkpatrick, 2003). 
Certain special aspects and natures of cost behaviour demand both increase and 
decrease of costs in order to enhance business values. This is likely to satisfy all the 
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stakeholders’ interests and at the same time deliver good corporate governance in all 
situations.  Cost control and corporate governance must operate in intellectual ways 
to improve efficiencies and foster organisational capabilities (Abdullah et al., 2015). 
The main idea of portfolio theory, with application to non-profits, is that organisations 
can decrease their financial risk by diversifying their income portfolio (Kingma, 1993). 
This means that organisations generate revenues from multiple sources and reduce 
their financial risk by relying on revenues of different risk levels.  By mixing revenue 
streams of different risk levels the organisation reduces its overall financial risk.  Yet, 
an important precondition of this assumption is that revenue streams are not 
correlated; high correlation among income streams would make the idea of 
diversification redundant. 
Turning to non-profits, research has also revealed that they may tend to spend money 
unwisely and may thus not necessarily operate at a highly efficient level (Heinemann, 
1995).  One of the main reasons for this assumption is the non-distribution constraint 
which means that profits cannot be redistributed among members (Hansmann, 1986). 
Wicker and Breuer (2013) undertook research which showed that revenue 
diversification had a positive effect on the financial condition; organisations with a high 
level of revenue diversification had higher total revenues, higher profit, and were more 
likely to make investments. 
2.8.8 Learning and growth 
Learning and growth and capacity building can be used synonymously.  The approach 
of capacity building tends to be a clear set of activities to help establish programmes 
to adapt to changing needs of a service or population being served.  In this context, 
these activities refer to a long-term investment in people and their organisation and a 
commitment to certain processes through which they can better shape the forces that 
affect lives. (Cornell, 2009)  
Cornell’s study identified four critical approaches that were important for successful 
capacity building. These are tabulated in Table 2.9 below: 
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Table 2.9: Cornell University’s four critical factors for successful capacity 
building 
FACTOR DESCRIPTION 
Reassessment of 
aspirations and goals 
The importance of aligning new strategies and 
aspirations to other goals of the organisation and 
getting agreements about this alignment among the 
leadership and management of an organisation. 
Good management to lead 
and monitor the process 
The importance of management to “own” the 
approaches that are being implemented and to be 
prepared to “drive” the process. Management means 
the people responsible for making it happen but 
there is also the need for top level leaders / 
executive directors to embrace and support new 
areas of work and aspirations. 
The need for patience and 
resources 
The importance of understanding that building the 
capacity in an organisation takes time to implement, 
significant resources, align roles and responsibilities 
of leaders, volunteers, board members as well as 
the actual work itself. All of this takes time. 
Intertwined activities 
That alignment of activities is an important and is a 
continuous process since improvement in one area 
or practice has an impact on expected and 
unexpected demands in other areas. The 
relationship between various activities is important 
and needs to be consistent. 
Source: Adapted from Cornell (2009). 
The purpose of training and management development programmes is to improve 
employee capabilities and organisational capabilities.  When the organisation invests 
in improving the knowledge and skills of its employees, the investment is returned in 
the form of more productive and effective employees. 
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Programmes may be focused on individual performance or team performance.  The 
creation and implementation of training and management development programmes 
should be based on training and management development needs identified by a 
training needs analysis so that the time and money invested in training and 
management development is linked to the mission or core business of the organisation 
(Watad and Ospina, 1999). 
Investing in human resources through training and management development 
improves individual employee capabilities and organisational capabilities, according 
to York (2009).  Non-profits, just like businesses, need to focus on building the capacity 
of their entire organisation if they want to maximise their social impact.  Both board 
and staff need to dedicate themselves to raising capacity building to the same level of 
importance and attention as programme development and management – to think 
early and often about strengthening the organisation in lockstep with implementing 
programmes (McKinsey, 2001).  Non-profits have also been hampered in their 
capacity building efforts by a simple lack of knowledge.  For inspiration and new ideas 
in an area such as fundraising, for example, non-profits can look for guidance to a 
whole body of literature, the experiences of other organisations, and a robust specialty 
consulting market.  But when it comes to non-profit capacity building, there is no 
shared conceptual framework or approach that can be applied widely across the 
sector.  These barriers are formidable but not insurmountable.  The professionalisation 
of non-profit management as well as changes in the funding climate will continue to 
nudge non-profit culture toward a more enlightened view of capacity building.   
As more organisations begin to address capacity building systematically, better 
information and improved measures will surface to make a more convincing 
connection between capacity building initiatives and social impact (McKinsey, 2001).  
McKinsey also defined a Capacity Framework for NPOs as depicted in Figure 2.4. 
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Figure 2.4: McKinsey’s Capacity Framework for NPO’s 
Source: Adapted from McKinsey (2001) 
From Figure 2.4, it becomes clear that an organisation requires a particularly flexible 
organisational structure, in which people will accept and adapt to new ideas and 
changes through a shared vision (Schein, 1996).  This highlights the growing 
importance of organisational knowledge, and the learning organisation accepts the 
challenge of creating a culture of managing knowledge. It shows us that with a solid 
systemic base, aligned resources and strategy, that organisational and personal 
aspirations can be achieved .A learning organisation is also driven by its leadership 
and culture.  Goh (2002) viewed knowledge transfer as a key element of a learning 
organisation and a critical factor for knowledge management.  A means of knowledge 
transfer by learning organisations, is that of initiating communities of practice, which 
are viewed as ‘actionable’ means of creating a sharing culture whilst ensuring a 
sustainable platform with knowledge workers and a suitable method of communicating, 
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either in a virtual set-up or within an informal meeting strategy (Cross, Borgatti & Parker 
, 2001).  Kimble and Hildreth (2005) agree and consider communities of practice as 
groups of people who are joined together ‘with an internal motivation and common 
purpose’.  Key to this group of people is the relationship that is built between the 
members.  Ardichvili, Page and Wentling (2003), who focused more on virtual 
communities of practice, indicated that one of the critical success factors of this type 
of learning and sharing is active participation.  Ardichvili et al. (2003) find that the group 
must have a common motive for actively communicating and sharing knowledge.  
These authors all viewed intrinsic motives to be of more influence than extrinsic 
motives. 
Hence, from the literature above, it can concluded that learning and growth play a key 
role in the effectiveness of associations, as it forms the basis upon which any service 
organisation, like an association, performs. 
2.8.9 Transformation 
In a South African context, transformation has different meanings according to 
McNamara (1998).  For many South Africans, transformation refers to the process of 
reshaping organisations, by appointing previously disadvantaged people to senior 
positions.  Contrastingly, it may also be associated with the achievement of human 
rights as a logical step in the process of democratisation (Serfontein, 2013).  To the 
more informed, transformation implies radical changes in how people perceive, think 
and behave at work according to Cummings and Worley (2001).  
2.8.9.1 Challenges of transformation 
Lotter (2013) quoting Dr Loyiso Mbabane, chairperson for the Commission for 
Employment Equity, notes that designated group members who are now in senior 
management and top management, have yet to flex their muscle.  Their impact is not 
showing yet, and Dr Mbabane also states that transformational leaders and 
transformational management is what is required.   Dr Mbabane, further adds that the 
basics require addressing and calls upon leaders and seniors who are committed to 
non-discrimination and employment equity, to rise up to this challenge, and provide 
thought leadership.  He notes that a consequent paradox is that as the country tends 
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toward scorecard-based empowerment, less and less transformation, in terms of 
substantive behaviours and practices, is occurring. 
Ndzwayiba (2012) adds that since the Employment Equity Act (No. 55 of 1998) of 
South Africa was promulgated, the corporate sector within South Africa remains 
racially polarised.  He found that although this Act mandated organisations to appoint 
transformation managers with executive authority and resources to drive reform, the 
meagre progress and increasing income disparities in favour of the previously 
advantaged groups, suggest that these managers are somehow ineffective.  Grant 
(2007) found that the South African situation is vastly different to other countries such 
as the USA, UK or Australia, where the aim of affirmative action has been to bring in 
representative numbers of minority groups, into a very powerful majority.  Grant (2007) 
found that in South Africa, historically, the small but powerful white minority 
monopolised all economic and workplace activity, and that the Employment Equity Act 
has been tasked to change the workplace to be more representative of the population 
as a whole. Language policy also hampers transformation, according to Grant (2007). 
Transformation is undoubtedly one of the biggest challenges that business in South 
Africa faces today, and it is irrefutably the biggest, single challenge that the Finance, 
Accounting, Management Consulting and Other Financial Services (FASSET) sector 
faces in the short to medium-term.  Booysen (2007) identified some barriers to 
employment Equity (EE) implementation (see Table 2.10). 
Table 2.10: Barriers to employment equity implementation 
BARRIERS TO EMPLOYMENT EQUITY IMPLEMENTATION 
Slow employment equity progress at management level and inconsistent 
progress across departments within organisations. 
Low commitment to EE from senior to top management, with lip service by 
leadership about the need for EE 
Ineffective consultation and communication around EE progress and 
implementation 
Lack of cultural sensitivity, where new recruits are expected to assimilate into the 
existing organisational culture 
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Lack of cultural awareness programmes and an organisational culture that values 
diversity 
A White male dominated organisational culture that continues to exclude (formally 
or informally through exclusionary practices) black recruits. 
Black people being selected as token and not fully integrated into companies 
because of little delegation of real responsibility or decision-making authority 
Black staff not being systematically developed and trained-no effective talent 
management. 
Lack of Black mentors and role-models 
Source: Adapted from Booysen (2007). 
2.8.9.2 Talent retention 
According to Du Preez (2002), South Africa’s brain drain of economically active and 
professional people, with no increase in skilled immigrants, negatively impacts South 
Africa’s ability to compete effectively in a global marketplace.  Hence, according to 
Denton and Vloeberghs (2003), it is essential that South Africa retains its knowledge 
workers in order to promote and increase its global competitiveness.  Thomas (2003) 
completed a study of the progress of employment equity in South African companies, 
and noted the tensions between black and white employees, and the opposing views 
and expectations held.  Adding to the discourse, Horwitz (1996) states that a failure to 
understand such differences can lead to misguided assumptions, poor working 
relations, underperformance and discrimination.  Further, Glen (2006) emphasises the 
need for these key factors to be managed in order to ensure retention, engagement 
and motivation of key employees. 
2.9 THE HYPOTHESISED MODEL TO IMPROVE ORGANISATIONAL 
EFFECTIVENESS IN PROFESSIONAL ASSOCIATIONS 
Against the background of the preceding literature review, it is evident that: 
 Environmental factors exert a positive influence on the effectiveness of 
professional associations; 
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 competitive position exerts a positive influence of the effectiveness of 
professional associations; 
 re-investment if resources and skills exerts a positive influence on the 
effectiveness of professional associations; and  
 operational quality exerts a positive influence on the effectiveness of 
professional associations. 
The following directional hypotheses were therefore formulated for statistical 
assessment in the present study: 
H1: Favourable environmental factors are positively related to the organisational 
 effectiveness (as measured by membership growth) of professional 
 associations 
H2: Favourable environmental factors are positively related to the organisational 
 effectiveness (as measured by services, social and financial impact) of 
 professional associations 
H3: Favourable environmental factors are positively related to the organisational 
 effectiveness (as measured by being a learning organisation) of professional 
 associations 
H4: Competitive position is positively related to the organisational effectiveness 
 (as measured by membership growth) of professional associations 
H5: Competitive position is positively related to the organisational effectiveness 
 (as measured by services, social and financial impact) of professional 
 associations 
H6: Competitive position is positively related to the organisational effectiveness 
 (as measured by being a learning organisation) of professional associations 
H7: Re-investment in resources and skills is positively related to the organisational
 effectiveness (as measured by membership growth) of professional 
 associations 
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H8: Re-investment in resources and skills is positively related to the organisational
 effectiveness (as measured by services, social and financial impact) of 
 professional associations  
H9: Re-investment in resources and skills is positively related to the organisational 
 effectiveness (as measured by being a learning organisation) of professional 
 associations 
H10: Operational quality is positively related to the organisational effectiveness (as 
 measured by membership growth) of professional associations 
H11: Operational quality is positively related to the organisational effectiveness (as 
 measured by services, social and financial impact) of professional 
 associations 
H12: Operational quality is positively related to the organisational effectiveness (as 
 measured by being a learning organisation) of professional associations 
The above-mentioned hypotheses are graphically depicted in Figure 2.5. 
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Figure 2.5: Hypothesised model to increase the organisational effectiveness of 
professional associations 
Source: Author’s own construction 
2.10 CHAPTER SUMMARY 
This chapter commenced by looking at the history of professional associations.  It then 
looked at defining a profession and professional associations, to set a good 
background for the further literature.  It then went into looking at the importance of 
effective associations, further casting a background for the study, before investigating 
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how effectiveness can be measured in professional associations.  The specific 
literature on professional associations was limited, however, literature which was 
deemed relevant, or similar and adaptable to professional associations, was then 
considered and reviewed. 
The sections thereafter investigated the literature supporting the hypothetical model. 
This literature also supported and provided a good background to the questionnaire, 
which was developed, based upon the literature review and the hypothetical model. 
In the next chapter, the research methodology of the study is discussed. 
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CHAPTER 3 
RESEARCH DESIGN AND METHODOLOGY OF THE STUDY 
3.1 INTRODUCTION 
In Chapter 2 the topic was reviewed by the researcher.  This chapter begins with a 
discussion on research design and will compare the two main research paradigms and 
explain why the mixed method paradigm was chosen for this study.  In the next section 
of this chapter the research methodology for the research will be explained.  It is 
divided into four main sections, the first of which examines the population and sample.  
This is followed by a section explaining the data collection methods and is made up of 
a further two sub-sections, namely primary and secondary collection.  The primary 
research collection involves a comprehensive description of the instrument used 
during the empirical investigation of this study.  Section 3 explains the methods used 
for data analysis, and is followed by the final section discussing the trustworthiness 
(validity and reliability) of the measuring instrument used in the study. The chapter 
ends with a summary and conclusion. 
3.2 RESEARCH DESIGN  
According to Mouton (2001), research design is targeted at addressing the questions 
and objectives of a study.  When constructing an appropriate research plan, a number 
of factors need to be considered such as the purpose of the research, the nature of 
the information, data sources and methods of data collection.  The main function of 
research design is to maximise the validity of the research by enabling the researcher 
to anticipate what the appropriate type of research should be, in order to provide 
effective answers to the research questions (Mouton, 2009).  Maree (2007) defines 
research design as a plan or strategy which moves from the underlying philosophical 
assumptions to specifying the selection of the respondents, data gathering techniques 
and data analysis to be done.  The research will investigate and analyse how the 
independent variables classified under internal and external enabling environment 
impact Professional Association effectiveness (dependent variable) in South Africa.   
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3.3 RESEARCH PARADIGMS 
A paradigm means a pattern, structure or system of scientific and academic ideas, 
values and assumptions (Olsen, Lodwick and Dunlop, 1992).  Collis and Hussey 
(2003) identify two main research paradigms or philosophies, namely the positivistic 
(quantitative) and the phenomenological (qualitative) paradigms. 
According to Terreblanche and Durrheim (1999), research paradigms are broad 
systems of interrelated practice and thinking that define for researchers the nature of 
their enquiry along three dimensions, namely ontology, epistemology and 
methodology.  The ontological dimension refers to a research paradigm’s assumption 
about the nature of reality (Collis and Hussey, 2009).  In the positivistic paradigm, the 
assumption is that reality can be captured objectively and separate from the 
researcher, while in the phenomenological paradigm, reality is seen as subjective and 
located in research participants.  Epistemology refers to a research paradigm’s 
assumption of what constitutes valid knowledge (Collis and Hussey, 2009).  The 
epistemological assumption of the positivistic paradigm is that valid knowledge can be 
acquired independently from the researcher, in other words, even when the researcher 
is not physically present in the research location.  In the phenomenological paradigm, 
the researcher interacts with what is being researched, and in that way obtains valid 
knowledge.  Methodology refers to methodological design used to execute the 
research process (Collis and Hussey, 2009).  In the positivistic paradigm, a static 
design is followed in which a proposed solution in the form of a hypothesised model 
or framework is statistically tested.  In the phenomenological paradigm, the research 
emerges as patterns and theories are developed to understand the research problem.    
The quantitative (positivistic) and qualitative (phenomenological) paradigms are 
discussed in more detail in the next sections. 
3.3.1 The qualitative research paradigm  
The qualitative research paradigm is based on interpretivism (the phenomenological 
approach), in an attempt to offer a perspective of a situation and to analyse the 
situation under study and to provide insight into the way in which a particular group of 
people make sense of their situation or the phenomena they encounter , according to 
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Maree (2007).  Phenomenologists attempt to experience phenomena as the people 
involved experience them (Welman and Kruger, 1999).Heath (2007) defines 
qualitative research as an attempt to describe and interpret some human trends, which 
often uses an individual’s views and opinions.  Bloomberg and Volpe (2008) state that 
“qualitative research is a broad approach to the study of social phenomena that is 
based essentially on a constructivist and/or critical perspective”.  
According to Babbie and Mouton (2001) and Heath (2007), the main characteristics of 
qualitative research that set it apart from other research approaches include: 
 A detailed period of contact with the object being studied;  
 the ability to select a smaller sample size, than would otherwise be chosen;  
 many different sources of data that can be used; and  
 flexibility of research design which allows the researcher to adapt the study if 
required.  
3.3.2 The quantitative research paradigm 
The positivistic approach seeks the facts or causes of social phenomena, with little 
regard to the subjective state of the individual using logical reasoning.  According to 
Welman and Kruger (1999),the quantitative research paradigm aims at uncovering 
general laws of relationships and causality that apply to all people at all times. 
Quantitative research begins with an idea (hypothesis) which then through 
measurement (assigning of a value) generates numerical data that allows a conclusion 
to be drawn (Purmessur and Boodhoo, 2008; Zikmund, 2003).  According to Babbie 
and Mouton (2008), there are three main characteristics that are used to describe 
quantitative research, namely: 
The researcher seeks to assign numbers or values to the perceived quality of things;  
 Variables play an important role in describing and analysing human behaviour; 
and  
 The researcher uses high levels of control during research to ensure that 
numerical data is accurate.  
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According to Hittleman and Simon (1997), quantitative research makes use of 
questionnaires, surveys and experiments, or existing data, to gather data that is 
revised and tabulated in numbers, allowing the data to be characterised using 
statistical analysis.  Quantitative researchers measure variables on a sample of 
subjects, and express a relationship between variables using statistics such as 
correlations, relative frequencies or differences in means with a focus on the testing 
of theory. 
Table 3.1: Features of the main research paradigms 
POSITIVISTIC PARADIGM PHENOMENOLOGICAL PARADIGM 
Quantitative data is produced Qualitative data is produced 
Large samples are used Small samples are used 
Concerned with testing hypotheses Concerned with generating theories 
Data are highly specific and precise Data are rich and subjective 
Location is artificial Location is natural 
Reliability is high Reliability is low 
Validity is low Validity is high 
Generalisation is from sample to 
population 
Generalisation is from one setting to 
the next 
Source: Collis and Hussey (2009)  
The following three typical problems may threaten the external validity of a quantitative 
study (Ihantola and Kihn, 2011):  
 Population validity refers to whether inferences can be made from a study of 
a given population.  The questions analysed concern, for example, whether a 
relationship between two variables also exists in the population at large, and 
not only in the sample selected. Further, will the validity of the population be 
affected if the sample of the population size is too small?  If the sample size is 
inadequate and/or the sample is not random, the estimates may be 
meaningless because the sample may not faithfully reflect the entire population.  
In such cases generalisations should not be made to the target population; 
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 time validity shows the extent to which the results of a particular study at a 
given point in time can be generalised in relation to other time periods, and 
 environmental validity lies in the evaluation and analysis of compound causal 
reasons of environmental factors that contribute to specific incidents in case 
study history.  
According to Hittleman and Simon (1997), quantitative research makes use of 
questionnaires, surveys and experiments, or existing data, to gather data that is 
revised and tabulated in numbers, allowing the data to be characterised using 
statistical analysis.  Quantitative researchers measure variables on a sample of 
subjects, and express a relationship between variables using statistics such as 
correlations, relative frequencies or differences in means with a focus on the testing 
of theory.  The differences between qualitative and quantitative research are 
summarised in Table 3.2. 
Table 3.2: Differences between qualitative and quantitative research 
CONTEXT OF 
COMPARISON 
QUALITATIVE 
RESEARCH 
QUANTITATIVE 
RESEARCH 
Research setting 
Conducted in the natural 
setting of the participant 
Conducted in a 
controlled environment / 
setting 
Nature of research  Subjective in nature Objective in nature 
Role of researcher 
Researcher directly 
involved in the process of 
data collection 
Researcher not directly 
involved in the process 
of data collection 
Research orientation Process oriented Outcome oriented 
Sample size Small sample size Large sample size 
Value of participants’ 
perspective 
Participants’ perspective 
highly valued 
Participants’ perspective 
not valued 
Nature of results Results context specific 
Results generalised to a 
theoretical population 
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CONTEXT OF 
COMPARISON 
QUALITATIVE 
RESEARCH 
QUANTITATIVE 
RESEARCH 
Primary aim of research 
To formulate 
comprehensive 
descriptions and 
understand actions and 
events as they occur 
To formulate statistical 
data that explains and 
predicts actions and 
events 
Research approach 
Inductive which could lead 
to generation of new 
hypotheses and theories 
Deductive which explains 
hypotheses and theories  
Source: Adapted from Babbie and Mouton (2008); Neuman (2006); Yin (2003). 
According to Zikmund (2003), citing Kumar (2005) there are three types of research 
approaches used in research paradigms, namely: 
 Exploration, which is used when a researcher is examining a new area of 
interest, and provides a basic level of information on the topic, in order to 
familiarise future researchers with definitions, terms used, and basic aspects of 
the topic.  Exploratory research is conducted in anticipation of further research 
to be able to provide conclusive evidence (Zikmund, 2003).  
 Description, which is used to describe situations and events, with the role of 
the researcher being to observe and then to describe what was observed.  The 
main purpose of descriptive research is to describe what is dominant with 
regard to the problem in the study (Kumar, 2005). 
 Correlation, which is where the research problem is clearly defined and the 
researcher, tries to establish cause-and-effect relationships amongst the 
variables in the study. Causal research emphasises relationship or 
interdependence amongst the variables (Kumar, 2005).  
3.3.3 Paradigm chosen for the present study  
According to Guba (1981), when selecting a research methodology, it is best to select 
a paradigm whose assumptions are best met by the phenomenon being investigated. 
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According to Wadongo and Abdel-Kader (2011), there is a need for non-profit 
organisational studies using the quantitative approach.  Research related to 
management systems is becoming increasingly complex and intricate and requires 
techniques for examining research problems and analysing data to explain and clarify 
social phenomena, such as human risk-taking behaviour.  Although quantitative 
dichotomy is dominant in management studies and has been a reasonably 
unquestioned method for exploring social and behavioural sciences, qualitative 
research as an alternative approach to a quantitative method is gaining interest.  
Qualitative methods with a focus on interpretive and narrative analysis of information 
gathered through communication and observation is gaining interest and provides an 
option to the numerical confidence attached to a quantitative style.  
A mixed research method is known to be a profoundly comprehensive technique for 
research in social sciences through integration of thematic and statistical data.  Mixed 
methods as a research design is linked to two fundamental issues (Jogulu and Pansiri, 
2011): 
 The theoretical concern related to any particular discipline in management, that 
is, the capacity for mixed methods to benefit a variety of research disciplines 
such as strategic alliances, human resources, psychology and sociology, and 
 the extent to which the research questions determine the research approach, 
and whereby a rational justification is made for choosing a particular method or 
methods, which would ensure reliability and validity of the overall research 
findings.  
Therefore, mixing the data collection techniques will only enhance the findings so that 
researchers can make inferences with confidence (Jogulu and Pansiri, 2011). Hence, 
after careful consideration, the mixed method was chosen for the present study.  The 
study firstly followed a positivist approach to test the conceptual model discussed in 
Chapter 1 and the hypothetical model discussed in Chapter 2.  This was further 
enhanced by a phenomenological approach of exploring qualitative information about 
the phenomenon and professional associations. 
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3.4 POPULATION AND SAMPLE  
Collis and Hussey (2009) define a population as any defined set of people or collection 
of items that is under consideration.  The population of a research study can be defined 
as all of the individuals, items or units relevant to a study (Quinlan, 2011).  The first 
step in defining a research sample is to define the population.  Since it is often not 
feasible to study the whole population, researchers use a sample to select research 
subjects who will represent the whole research population.  It is thus important to draw 
a sample that would be valid to extrapolate the results to the entire population (Maree, 
2007:172).  
Professional associations in South Africa are represented in most professional sectors 
and constitute the population of this study.  The sampling frame was the professional 
associations that are registered with the South African Qualifications Authority 
(SAQA), as professional bodies. This ensured that the respondents would be 
homogenous in terms of the rules, norms and standards prescribed by SAQA.  Table 
3.3 indicates the list recognised by SAQA. 
Table 3.3: South African Professional bodies registered with SAQA 
NAME OF PROFESSIONAL BODY DATE OF RECOGNITION 
Actuarial Society of South Africa 28 November 2012 
Allied Health Professions Council of South Africa 15 March 2013 
Association for Skills Development in South 
Africa 
13 July 2013 
Association of Accounting Technicians (South 
Africa) 
15 March 2013 
Association of Certified Fraud Examiners 19 September 2012 
Chartered Institute of Management Accountants 19 September 2012 
Chartered Secretaries Southern Africa 28 November 2012 
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NAME OF PROFESSIONAL BODY DATE OF RECOGNITION 
Compliance Institute Southern Africa 07 November 2012 
Computer Society South Africa 19 September 2012 
Contact Centre Management Group 07 November 2012 
Employee Assistance Professionals Associations 
of South Africa 
13 July 2013 
Engineering Council of South Africa 27 June 2012 
Federal Bar Council of Advocates of South Africa 27 June 2012 
Financial Planning Institute of Southern Africa 19 September 2012 
Health Professions Council of South Africa 27 June 2012 
Institute for Timber Construction 13 July 2013 
Institute for Work at Height 28 November 2012 
Institute of Accounting and Commerce 28 November 2012 
Institute of Bankers 15 March 2013 
Institute of Business Advisers Southern Africa 19 September 2012 
Institute of Credit Management of South Africa 07 November 2012 
Institute of Directors in Southern Africa 28 November 2012 
Institute of Interactive and Direct Marketing 07 November 2012 
Institute of Internal Auditors South Africa 28 November 2012 
Institute of Loss Adjusters of Southern Africa 13 July 2013 
Institute of Mine Surveyors of Southern Africa 07 November 2012 
Institute of Municipal Finance Officers 07 November 2012 
Institute of People Management 07 November 2012 
Institute of Risk Management South Africa 27 June 2012 
Institute of Safety Management 15 March 2013 
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NAME OF PROFESSIONAL BODY DATE OF RECOGNITION 
Institution of Occupational Safety and 
Health(South Africa) 
15 March 2013 
Insurance Institute of South Africa 28 November 2012 
Marketing Association of South Africa 19 September 2012 
Ocularists Association of Southern Africa 28 November 2012 
Plumbing Industry Registration Board 07 November 2012 
Public Relations Institute of Southern Africa 28 November 2012 
Register of Exercise Professionals South Africa 19 September 2012 
South African Association of Health and Skincare 
Professionals 
15 March 2013 
South African Board for People Practices 27 June 2012 
South African Chefs Association 27 June 2012 
South African Council for the Project and 
Construction Management Professions 
13 July 2013 
South African Facilities Management Association 15 March 2013 
South African Institute of Chartered Accountants 27 June 2012 
South African Institute of Professional 
Accountants 
28 November 2012 
South African Institute of Tax Practitioners 28 November 2012 
South African Institute of the Interior Design 
Professions 
27 June 2012 
South African Payroll Association 15 March 2013 
South African Professional Firearm Trainers 
Council 
19 September 2012 
South African Reward Association 28 November 2012 
South African Veterinary Council 19 September 2012 
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Southern African Institute for Occupational 
Hygiene 
28 November 2012 
NAME OF PROFESSIONAL BODY DATE OF RECOGNITION 
Southern African Institute of Governmental 
Auditors 
28 November 2012 
Southern African Marketing Research Association 13 July 2013 
Source:  SAQA 2013  
Table 3.3 shows that there were 48 professional associations registered with SAQA in 
2013. It was decided to invite three senior office bearers of each association to 
participate in the study.  This translated in a potential sample size of 144 participants. 
Questionnaires were posted to these 144 office bearers, but after numerous follow-up 
requests, only 32 participated in the study.  Fortunately these participants covered 25 
of the 48 professional associations.  The response rate in terms of questionnaires 
returned was therefore 22.2%, but in terms of the professional associations 
represented 52.1%. This response was considered to be acceptable for the purposes 
of the study. 
The 32 respondents of this sample included the following senior officials from 
professional associations: 
 Seven (7) chief executive officers 
 Six (5) board members (including one chairperson and one deputy chairperson) 
 Ten (10) executive directors 
 One (1) registrar 
 One (1) national secretary 
 One (1) head of human resources research 
 One (1) head of professional development and education 
 Six (6) managers (for example general, project and operations managers) 
Although the final sample was small, the knowledge and expertise of these 
respondents were considered more than adequate to provide information on 
professional associations. 
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3.5 DATA COLLECTION METHODS 
According to Babbie and Mouton (2008), the difference between secondary and 
primary research is that in the latter case primary data is all the data the researcher 
collects in his or her own capacity, while in the former case secondary data is data 
that already exists at the beginning of the study.  
In the next section the data collection will be discussed, specifically considering the 
secondary and primary research. 
3.5.1 Secondary data collection method 
The main function of secondary research is to contextualise the study within the 
general body of scientific knowledge (Babbie and Mouton, 2008).  According to 
Nachmias and Nachmias (2008), secondary research can be defined as the collection, 
analysis and interpretation of existing research and it becomes a platform to compile 
a literature review, which enhances the ability of the study to attain the research 
objectives and address the research questions. In the present research, the secondary 
research carried out in Chapter 2 provided a good foundation from which the primary 
research could be conducted. 
An initial step in conducting the research was to undertake a comprehensive 
international and national literature search on professional associations, with particular 
emphasis on factors influencing effectiveness and an enabling environment for 
professional associations, and frameworks for successful professional associations.  
A computer search through online databases such as SABINET, EBSCOHOST, 
Emerald and Google Scholar was conducted to obtain relevant scholarly articles.  A 
parallel search was done at a national level, through an in-depth library search.  This 
was supplemented by a detailed Internet search for relevant books, articles and other 
appropriate literature. Secondary data was screened to determine the applicability of 
the data to the current research.  
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3.5.2 Primary data collection method 
Welman and Kruger (1999) describe a primary source as the written or oral account 
of a direct witness of, or participation in, an event, or an audiotape, videotape or 
photographic recording.  Babbie and Mouton (2008) further describe primary research 
as the foundation of the empirical investigation of a study, including all data collected 
through the researcher’s own efforts, and excludes all data that existed before the start 
of the study.  
Zikmund et al. (2013) identify a number of primary data collection methods, such as 
the following: 
 Surveys which are a relatively cheaper method and which can be conducted in 
person, telephonically or where the participant completes a questionnaire;  
 Experiments which provide the best possibility of establishing whether cause-
and-effect relationships exist; and  
 Observation which is the situation where the interviewer records his/her 
observations.  
Based on the literature studied, a Survey Method was followed to conduct the primary 
research.  This was chosen due to the cost factors, geographic considerations and 
time constraints. Primary data was collected from the senior staff or office bearers 
within selected professional associations.  The mixed method-research entailed the 
distribution of a structured questionnaire that was either self-administered or 
completed during a personal interview, or web facility, with the respondents.  Selected 
personal interviews were undertaken, when deemed necessary. Qualitative 
interviews, as compared to quantitative surveys assume a more informal and free-
flowing nature, with the predetermined questions carrying significant importance, but 
also encouraging subjects to express their views at length. Kvale (1996) states that 
these views may include their beliefs, experiences, opinions or narratives. Therefore, 
mixing the data collection techniques will only enhance the findings so that 
researchers can make inferences with confidence (Jogulu and Pansiri, 2011).  
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3.6 RESEARCH INSTRUMENT  
Maree (2007) emphasises that questionnaire design is an extremely important part of 
the research process, as this is where the requisite data are generated. The design of 
the questionnaire requires the researcher to focus on the: 
 Appearance of the questionnaire; 
 sequence of questions; 
 wording of the questions;  
 types of questions, i.e. open and closed, and 
 response categories. 
According to Collis and Hussey (2009), a questionnaire is a list of carefully structured 
questions chosen after considerable testing, with an aim of sourcing reliable 
responses. The structured questionnaire that was used in the quantitative phase of 
the research was divided into two sections to include: 
 Section A covered background information on the respondent such as position.  
An additional section was included for the professional associations to capture 
their business information such as the type of business registration, business 
activities, and other information that may be relevant. 
 Section B contained statements relating to the latent variables in the 
hypothetical model of the study. 
Bell (2005) explains that scales are intended to help the researcher to discover the 
strength of feeling or attitude. Response options are set up so that the measured 
variables can be expressed as numerical scores that are either of an ordinal, interval 
or ratio format (Maree, 2007).  According to Kumar (2005) there are four different 
measurement scales used in quantitative research, namely nominal or classificatory, 
ordinal or ranking, interval, and ratio scales. These are described in Table 3.4. 
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Table 3.4: Description of four measurement scales  
Source: Adapted from Kumar (2005); Zikmund (2003) 
Struwig and Stead (2001) differentiate between two types of measuring instruments 
that can be used in qualitative studies, as summarised in Table 3.5. 
Table 3.5: Advantages and disadvantages of structured and  unstructured 
measuring instruments 
 
Measurement scale Description 
Nominal or classified 
Numbers or letters are assigned to the objects to serve 
as labels to identify or to classify them. This is the 
simplest measurement scale. 
Ordinal or ranking The objects are arranged according to their magnitude 
Interval 
Objects are arranged according to their magnitudes 
but there is a further classification that distinguishes 
the arrangement in units of equal intervals 
Ratio 
It has absolute rather than relative quantities and can 
be an absolute zero when a given attribute is absent 
TYPE OF 
INSTRUMENT 
ADVANTAGES DISADVANTAGES 
Structured 
measuring 
instrument  
 Contains formal structured 
questions  
 Consistency in that there is 
no change in the wording of 
the questions from one 
participant to the next  
 Questions are based on 
research, theory and the 
experiences of the 
interviewer  
 Does not allow the 
interviewer to probe the 
participants  
 Does not enable the 
participant to provide 
information beyond the 
scope of the questions  
 Interaction amongst the 
interviewer and 
participant is very 
restricted  
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Source: Adapted from Struwig and Stead (2001) 
While Section B was constructed in the format of individual questions that required the 
respondent to assess their professional associations on these questions, these 
individual questions collectively constituted measures of separate latent variables. 
Table 3.6 shows the latent variables and their concomitant measuring items on the 
questionnaire. 
 
 
 
 
TYPE OF 
INSTRUMENT 
ADVANTAGES DISADVANTAGES 
Unstructured 
measuring 
instrument 
 Less formal, as there is no 
comprehensive list of set 
questions  
 The interviewer would explain 
the topic of discussion and 
participants to express their 
opinions and experiences  
 Allows the researcher to 
probe for more information  
 Questions are determined by 
the participant’s responses 
and generate in-depth data 
on topic  
 It is essential that the 
interviewer establish a 
rapport with the 
participant and 
understand their point of 
view to get a good 
response  
 Interviewer must be able 
to guide discussion else 
it could go off on a 
tangent  
 The instrument may 
require the participant 
being interviewed more 
than once to get full 
information  
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Table 3.6: Measuring items of latent variables 
LATENT VARIABLES MEASURING ITEMS 
Organisational effectiveness 
Questions 16, 17 and 18 
Question  63 
Question 64 (a to f) 
Environmental characteristics 
Question 22, 
Question 25 (a to c), 
Question 26 (a to c) 
Question 27 (a to c)  
Competitive position 
Questions 29, 30, 31, 33, 39, 40, 42, 44, 
45 and 46  
Re-investment in resources and skills 
Questions 35 and 36 
Question 38 (a to e) 
Operational quality Questions 48, 50, 51 and 52  
3.7 CODING OF DATA 
After collecting and collating all of the completed on-line questionnaires, the qualitative 
data were retyped using the exact words and language recorded by the participants, 
and used the information as an audit trail. Each transcript was assigned a letter of the 
alphabet to ensure that the participants could not be identified, and all respondents, 
identified and anonymous, were subsequently referred to using the assigned letter e.g. 
Mr A from Professional Association A.  This information was then analysed, using the 
case study, content analysis, grounded theory and comparative analysis methods.  
The nature of the data collected determined which was the most suitable method to 
use, as various best practices were investigated, such as biographical information, 
strategic focuses, operations framework and services rendered.  
The data analysis methods used in the study will now be discussed in more detail.  
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3.7.1 Unique case orientation  
Patton (2002) encourages unique case orientation when the researcher ensures that 
the details of each questionnaire are correctly captured to ensure cross-case analysis.  
The results of that comparison can strengthen the validity of theories, help identify 
other cases in which the results are able to be generalised, and suggest refinements 
of theories or falsify them completely (Riley, Wood, Clark, Wilkie and Szivas, 2000).  
3.7.2 Content analysis  
White and Marsh (2003) explain that the qualitative nature of content analysis focuses 
on the meaning of content in the development stages of research to determine the 
frequency of the phenomena of interest.  In this analysis Tesch’s eight-step model as 
described by De Vos et al. (2002) was used to plan the data analysis process for the 
qualitative data collected, namely:     
 A sense of the relevant questionnaire responses was obtained by reading 
through all the transcriptions and jotting down ideas as they came to mind;  
 one completed questionnaire was selected and the relevant section was read 
through to thoroughly understand the responses and the underlying meaning in 
the information, and thoughts were jotted down as they came to mind;  
 the same tasks were completed for all completed questionnaires, and 
responses were grouped to relevant questions;  
  the topics were then abbreviated as codes and the codes written next to the 
relevant sections of text within the printed questionnaires,  
 the most descriptive words were identified for themes and  these were 
converted into categories while reducing the categories and grouping together 
topics that related to each other;  
 abbreviations were finalised for each category and the codes were 
alphabetised;  
 the data (text material) belonging to each category were clustered in one place 
and a preliminary analysis was performed; and  
 recoding of existing data was done where necessary.  
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Morse and Field (1997) found that when using this method of data analysis, it is 
best not to identify too many categories as saturation is achieved slowly, no 
new data may emerge. 
3.7.3 Exploratory factor analysis 
Factor analysis (see table 3.7) is a multivariate statistical approach commonly used in 
psychology, education, and more recently in the health-related professions.  Factor 
analysis can be used in the development, refinement, and evaluation of tests, scales, 
and measures.  Williams, Osmand and Brown (2012) state that factor analysis 
originates back 100 years, through the work of Pearson and Spearman.  Kieffer (1999) 
noted that Spearman, through his work on personality theory, provided the conceptual 
and theoretical rationale for both exploratory and confirmatory factor analysis.  Despite 
the fact that these methods have been available for many decades, only after the wide-
spread availability of both the computer and modern statistical software, were these 
analytic techniques employed regularly. 
Williams et al. (2012), note that Factor analysis is considered the method of choice for 
interpreting self-reporting questionnaires, and is a multivariate statistical procedure 
that has many uses, namely: 
 Factor analysis reduces a large number of variables into a smaller set of 
variables (also referred to as factors).  
 secondly, it establishes underlying dimensions between measured variables 
and latent constructs, thereby allowing the formation and refinement of theory. 
and  
 thirdly, it provides construct validity evidence of self-reporting scales.  
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Table 3.7: Objectives of exploratory factor analysis 
OBJECTIVES OF EXPLORATORY FACTOR ANALYSIS 
Reduce the number of variables 
Examine the structure or relationship between variables 
Detection and assessment of unidimensionality of a theoretical construct 
OBJECTIVES OF EXPLORATORY FACTOR ANALYSIS 
Evaluates the construct validity of a scale, test, or instrument 
Development of parsimonious (simple) analysis and interpretation 
Addresses multicollinearity (two or more variables that are correlated) 
Used to develop theoretical constructs 
Used to prove/disprove proposed theories 
Source: Williams et al. (2012) 
According to Williams et al. (2012), there are five steps to Exploratory Factor Analysis 
depicted in Figure 3.1. 
 
Figure 3.1: Steps in exploratory factor analysis.   
Source: Adapted from Williams et al. (2012) 
Step 1
Is the data 
suitable for 
factor 
analysis?
Step 2
How will the 
factors be 
extracted?
Step 3
What criteria 
will assist in 
determining 
factor 
extraction?
Step 4
Selection of 
Rotational 
method
Step 5
Interpretation 
and labelling
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Correlation is a technique for investigating the relationship between two quantitative, 
continuous variables, for example dependant and independent variables.  Pearson’s 
correlation coefficient is a measure of the association between the two variables. 
3.7.4 Multiple regression analysis  
Multiple regression analysis is a powerful technique used for predicting the unknown 
value of a variable from the known value of two or more variables- also called the 
predictors.  It uses models with just one dependent and two or more independent 
(exploratory) variables.  The variable whose value is to be predicted is known as 
the dependent variable and the ones whose known values are used for prediction are 
known as independent (exploratory) variables. 
According to Quinlan (2011), it is important for the researcher to be sensitive to theory 
and able to conceptualise the patterns that emerge from data.  This is essential to 
move from description to conceptualisation and development of theory. Analysis of 
results takes place simultaneously with the research process.  According to Henning 
(2004), the data collection and analysis inform each other, and the analysis becomes 
a higher- level synthesis of the data gathered.  As theory emerged, the researcher was 
able to go back to participants and probe for more information, and was referred to 
their websites and annual reports (HPCSA, ECSA, SAICA, SAIPA) until theoretical 
sampling satisfied the researcher that the theory was clear.  Where participants tended 
to provide more information than what was required, the researcher attempted to put 
the information in context to ensure that data collected was relevant to the topic under 
investigation. 
3.8 TRUSTWORTHINESS  
In quantitative research the traditional criteria for ensuring the credibility of research 
data are objectivity, reliability and validity.  These criteria are usually based on 
standardised research instruments.  In qualitative research, which is often not based 
on standardised research instruments and use smaller samples, these three criteria 
are not all applicable.  In qualitative studies, trustworthiness is the corresponding term 
used to measure the quality of qualitative research.  De Vos et al. (2002) emphasise 
that every study requires a level of applicability, consistency and neutrality.  Therefore, 
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he states that the following four assumptions accurately reflect the assumptions of the 
qualitative paradigm: credibility, transferability, dependability and conformability. 
3.8.1 Credibility 
Credibility in qualitative research can be defined as the extent to which the data and 
the data analysis are believable and trustworthy.  According to Collis and Hussey 
(2003), credibility demonstrates that the research was conducted in such a manner 
that the subject of the enquiry was correctly identified and described, and could 
include:  
 Demonstrating that the inquiry was conducted in a manner to ensure the subject 
was accurately identified and described;  
 showing that the study aims to explore a problem or describe a setting, a 
process or social group or pattern of interaction 
 an in-depth description showing the complexities of variables and interactions 
so embedded with data from the setting that it cannot help but be valid; and  
 the parameters of that setting, population and theoretical framework are so 
defined that the research will be valid. The qualitative researcher should 
therefore clearly state the parameters, thereby placing boundaries around the 
study.   
Senior staff and /or office bearers within the selected professional associations were 
identified by obtaining their names from the SAQA database, or through an internet 
search.  Some information was confirmed in their annual reports.  Guba and Lincoln 
(1995) identify member checking as an ideal method to increase credibility.  Some of 
the information provided by participants was also corroborated through the websites 
of the various professional associations, as well as their published Annual Reports 
(where available) to ensure triangulation of data.     
3.8.2 Transferability  
Transferability refers to external validity or generalisation.  The researcher was able 
to refer back to the original theoretical framework to show how data collection and 
analysis has been guided by concepts and models. By doing this the researcher was 
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also able to state the theoretical parameters of the research. Seale (1999) highlights 
that transferability can be attained by providing a detailed and rich description of the 
setting to provide sufficient information to assess the applicability of the findings in 
other settings. The compilation of profiles of each of the professional associations 
provided a good summary of the setting and thus made transferability possible, for 
instance it was possible to judge whether the findings in one professional association 
were similar in another. 
3.8.3 Dependability  
According to Collis and Hussey (2003:278), dependability refers to the fact that the 
research process is systematic, rigorous and well documented.  Furthermore, it is seen 
as the alternative to reliability where the researcher attempts to account for changing 
conditions in the phenomenon being studied, as well as changes in the design created 
by an increasingly refined and improved understanding of the setting. Merriam 
(1998:205) states that dependability is the extent to which research findings can be 
replicated with similar subjects in similar settings.  In qualitative research it is 
challenging to confirm dependability, since human behaviour is not static and is 
contextual, changing depending on various influencing factors.  The study highlighted 
the fact that senior managers, and /or office bearers differed from one professional 
association to the next in terms of their work experience and experience, thus also 
affecting their performance. 
The researcher strove to ensure dependability by:  
 Using multiple methods of data collection and analysis (triangulation);  
 providing a detailed outline of how data was collected to allow for an audit trail 
and 
 all questionnaires and analyses were thus retained should an audit be required.  
3.8.4 Confirmability  
Confirmability refers to the concept of objectivity and whether the research can be 
confirmed or corroborated by others, and that steps must be taken to ensure that the 
findings are the result of the experiences and ideas of the participants, rather than the 
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characteristics and preferences of the researcher (Shenton, 2004). The researcher 
thus continuously asked the question whether the data helped to confirm the general 
findings and by providing detailed information on the theory behind the study (literature 
reviews). It also required the researcher to remain aware of individual subjectivity or 
bias which may have been present. Here too, the researcher archived all collected 
data so that it could be made available should the findings be challenged. 
3.9 VALIDITY OF THE RESEARCH 
Literary data was obtained from various scientific journal papers, newspaper articles, 
academic publications, legislation standards, targeted organisational policies and 
procedures, and various library publications. Data applicable to the empirical research 
were obtained from incident statistics, and questionnaire surveys.  Data so obtained 
provided a justifiable cover of relevant literature related to the research and the 
empirical data collected presents a qualitative and quantitative view of the sample 
stratums in relation to the hypotheses proposed.  
Reliability of research data will improve the validity of the research.  If measured results 
are not reliable, it becomes more difficult and precarious to test hypotheses or to make 
inferences about the relations between variables in quantitative research. Ihantola and 
Kihn (2011) indicate that the following issues represent some serious threats to 
reliability during data collection:  
 Lack of clear instructions: ambiguous description of items so that they are 
misinterpreted and/or abstract concepts that are not measured with enough 
indicators of equal kind;  
 lack of pre-testing: the questions are not presented in the proper order, the 
questionnaire is too long or hard to read, and/or the interview takes too long;  
 failure to answer questions: giving several answers to the same question and 
comments in the margin may all indicate lack of reliability, and  
 random sources of error: typographical errors and other errors in data 
collecting, saving and analysis.  
Validity and reliability of case study research is of paramount importance for academia 
as well as practitioners that will make use of the research. A high degree of validity 
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and reliability provides not only confidence in the data collected, but most significantly, 
trust in the successful application and use of the results for managerial decision-
making.  
3.10 DATA ANALYSIS 
According to Holliday (2001), data analysis can be described as a process that 
requires an interviewer to be able to capture the understanding of the data collected. 
Data analysis is also described as being a mechanism for reducing and organising 
data to produce findings that require interpretation by the interviewer (Burns and 
Grove, 2003).  Quinlan (2011) states that one of the main functions of qualitative data 
analysis is to develop as ‘thick’ or ‘rich’ and as complete an account of the 
phenomenon as possible that is being investigated.  
According to Henning (2004) data analysis requires the interviewer to become 
immersed in the data. Data analysis is done to preserve the uniqueness of each 
participant’s lived experience, while permitting an understanding of the phenomenon 
being researched. This process begins with listening to the participants’ descriptions, 
and is followed by repeatedly reading the transcriptions. As the interviewer becomes 
immersed in the data, significant statements are extracted and central themes which 
emerge are identified.  The process of connecting themes to one another begins.  It is 
critical to identify how statements or central themes emerge and connect to each other 
if the final description is expected to be comprehensive and exhaustive (Streubert and 
Carpenter, 2003). 
Collis and Hussey (2009) explain that the choice and methods of data analysis will 
depend on whether the data collected is qualitative or quantitative in form.  In the 
present study, descriptive statistics were calculated to determine the mean and 
percentage scores on all questions on the questionnaire.  Open-ended questions were 
included to capture responses of a qualitative nature.  Due to the small sample size, 
limited exploratory factor analyses were conducted to assess the uni-dimensionality 
and construct validity of variables. Cronbach alpha coefficients were calculated to 
investigate the reliability of the collected data.  As far as inferential statistics are 
concerned, Pearson correlations were calculated to test the hypotheses in this study. 
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3.11 ETHICS CLEARANCE 
The researcher formally applied for ethical clearance from the Nelson Mandela 
Metropolitan University.  A conscious effort was made to ensure that ethical standards 
were adhered to in the course of this research. Considerations included: 
 Attaining consent from all participants before an interview was conducted;  
 ensuring transparency and truthfulness with participants;  
 ensuring that all information sourced during the research was kept confidential 
and 
 data analysis was done without referring to the specific Professional 
Association.  
3.12 CHAPTER SUMMARY 
In this chapter, a detailed discussion of the research design and methodology was 
provided.  The research methodology was discussed including the proposed 
population, sample, sampling procedure and sample selection. 
The research paradigm was discussed with special reference to the choice of 
qualitative research as the preferred research approach.  The data collection methods 
were described and the research instrument was discussed by referring to the purpose 
and physical characteristics of the interview schedule and the types of questions 
asked.  The data analysis procedures were briefly discussed as well as the 
trustworthiness of the research study. 
In the next chapter the empirical results emanating from the descriptive statistics are 
reported and discussed. 
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CHAPTER 4 
THE EMPIRICAL RESULTS – DESCRIPTIVE STATISTICS AND QUALITATIVE 
ANALYSES 
4.1 INTRODUCTION 
The previous chapter explained the research design and methodology used in the 
study. This chapter presents the empirical results of the study, which include 
descriptive statistics and the results emanating from the exploratory factor analyses 
and Pearson correlations.  These results are interpreted in this chapter, but the 
managerial implications thereof are reported in Chapter Five.    
4.2 THE RESULTS FROM THE DESCRIPTIVE STATISTICS  
The descriptive statistics are reported under the following headings: The 
demographics of the sample, self-assessment of effectiveness, environmental 
characteristics, competitive positional advantage, reinvestment in skills, reinvestment 
in physical resources, barriers to imitation of resources and skills, sources of 
competitive advantage, operations, finance, member satisfaction and services and 
learning and growth. 
4.2.1 The demographics of the sample 
Table 4.1 shows the demographic composition of the sample, and is linked to 
secondary objective (1), identified in Chapter 1.  Table 4.1 reveals that 9.1 percent of 
the sample has been in existence for 10 years and less, while 30.3% were in existence 
for more than 50 years.  Most associations are between 31- 50 years old, with the 
most associations being older than 30 years. This indicates that most associations in 
South Africa are mature as organisations, and that they are able to provide valuable 
insight to the ones that are not so mature. 
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Table 4.1: Demographic composition of the sample 
VARIABLE N PERCENTAGE 
Age of professional association 
1 to 5 years 2 6.5% 
6 to 10 years 1 3.2% 
11 to 15 years 3 9.7% 
16 to 20 years 3 9.7% 
21 to 30 years 4 12.9% 
31 to 50 years 9 29.0% 
51 to 75 years 5 16.1% 
Greater than 75 years 4 12.9% 
TOTAL 31 100.0% 
Number of membership categories 
1 to 5 categories 19 59.4% 
6 to 10 categories 11 34.4% 
Greater than 10 categories 2 6.3% 
TOTAL 32 100.0% 
Number of members 
Less than 1000 members 11 34.4% 
1001-5000 11 34.4% 
5001-10000 7 21.9% 
10001-15000 0 0.0% 
15001-20000 1 3.1% 
20001-30000 0 0.0% 
30001-40000 1 3.1% 
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VARIABLE N PERCENTAGE 
Number of members 
40001-50000 0 0.0% 
Greater than 50000 1 3.1% 
TOTAL 32 100.0% 
Average member growth over previous five years 
Negative growth 2 6.3% 
0-1 % 2 6.3% 
1-2% 1 3.1% 
2-3% 2 6.3% 
3-4% 2 6.3% 
4-5% 7 21.9% 
5-6% 0 0.0% 
6-7% 2 6.3% 
7-8% 3 9.4% 
8-9% 1 3.1% 
9-10% 1 3.1% 
Greater than 10% 9 28.1% 
TOTAL 32 100.0% 
Number of permanent employees 
1 to 10 employees 19 59.4% 
11 to 50 employees 11 34.4% 
Greater than 51 employees 2 6.3% 
TOTAL 32 100.0% 
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VARIABLE N PERCENTAGE 
Number of temporary employees 
1 to 10 employees 27 87.1% 
11 to 50 employees 4 12.9% 
Greater than 51 employees 0 0.0% 
TOTAL 31 100.0% 
Employee demographics 
Black / African 1012 33.7% 
Coloured 370 12.3% 
Indian / Asian 274 9.1% 
White 1344 44.8% 
TOTAL 3000 100.0% 
Type of business entity 
Section 21 Company 11 34.4% 
Non-Profit Company(NPO) 14 43.8% 
Voluntary Association 2 6.3% 
Legislated entity 5 15.6%% 
Trust 0 0.0% 
TOTAL 32 100.0% 
Business model 
Only membership association 19 63.3% 
Primarily surplus centre 0 0.0% 
Mix of membership association and surplus centre 10 33.3% 
Service-driven association 1 3.4% 
TOTAL 30 100.0% 
 
112 
 
 
VARIABLE N PERCENTAGE 
Sectors 
Education 2 6.2% 
Finance 6 18.8% 
Healthcare 2 6.2% 
Other  22 68.8% 
TOTAL 32 100.0% 
Table 4.1 indicated that most associations have between one and five membership 
categories. This comprised mainly professional members, corporate members, patron 
members, and affiliate and associate members.  This is not unusual, and is sector 
specific, but does indicate that the associations serve the sectors holistically, and may 
be related to the revenue model, and quest for sustainability. 
The empirical results indicated four concentrations of member numbers, namely less 
than 1000 members, 1001-5000 members, 5001-10000 members, and between 
20000 and 30000 members.  This indicates that there are some associations with large 
numbers of members, and is also an indicator of the vast differences between some 
of the associations.  The strategies of these associations will be different, due to this 
variance in member numbers.  Benchmarking, based upon members numbers, may 
assist in the development of appropriate strategies, although this may still be 
influenced by sector specific factors. 
Table 4.1 shows that 6.3 percent of the associations have experienced negative 
growth over the past five years.  This is certainly worth noting considering that the 
largest concentration of growth is above 10 percent.  This may indicate that 
inappropriate strategies have been utilised by the associations showing negative 
growth, and this may negatively affect association effectiveness. 
The empirical results show that 60.6% of the associations have between one and 10 
permanent staff members.  This does appear to correlate with the member number 
statistics, which indicate that 68.8% of associations have less than 5000 members.  
Hence, there does appear to be some correlation between the number of members, 
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and the number of permanent staff employed.  The table shows that 87.5 % of 
associations employ less than 10 percent of temporary staff.  This is not surprising, 
considering that many associations are relatively mature in age, and would employ 
full-time staff as a result. 
In terms of employee demographics, whilst the trend seems to be improving towards 
national representation, the Black and White population group statistics are not 
representative of the overall national statistics.  The South African National Census of 
2011 (Statistics South Africa, 2011) statistics indicate the following racial classification 
statistics: Black (79.2%), Coloured (8.92%), White (8.86%), Indian or Asian (2.49%) 
and other (0.54%).  Table 4.1 reveals that there are disproportionately more White 
employees within South African professional associations, than the other population 
groups. This contrasts with Table 4.4 which indicates that most respondents believed 
that they have successfully dealt with transformational issues. The discussion around 
Table 4.4 provides some suggestions in this regard.      
Table 4.1 reveals that the large majority of associations are registered either as a 
Section 21 Company, or as a registered Non-Profit Company, with the balance mainly 
being legislated entities.  The vast majority of the associations are mainly membership 
associations’ models, with an increasing number mixing membership with other 
income generation models.  This is not surprising, considering that most PA’s strive 
for sustainability.  The results reveal that the sample spread was across numerous 
sectors, with the category marked ‘other’ represented by health, engineering, 
education, public relations, human resources, remuneration, insurance, business 
advisory, forensic, governance, design and audit. 
It appears that the sample of this study is a good representation of what the nature of 
professional associations in South Africa is.  For this reason, it is considered to be a 
valid and reliable sample on which to conduct this study.  
4.2.2 Self-assessment of organisational effectiveness 
In questions 15 to 21 of the questionnaire, the respondents were required to conduct 
a self-assessment of their associations’ effectiveness as organisations in terms of 
client service, financial impact and social impact.  These results are linked to 
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secondary objective (3), identified in Chapter 1.  The latter measurement items, 
together with the items in questions 63 and 64, were later in this study used as 
measures of the dependent variable organisational effectiveness.  Question 19 
required the respondents to provide an opinion on which of six pre-selected factors 
affect their organisations’ effectiveness the most, while in Question 21 the respondents 
had to indicate whether the Balance Scorecard model is used in their associations as 
a measure of effectiveness.  This self-assessment section also included two open-
ended questions (numbers 15 and 20) on how associations define effectiveness and 
on the identification of other factors (other than the pre-selected ones in question 19) 
that would impact their effectiveness as organisations.  The results of the closed 
questions are reported in Table 4.2, while those of the open-ended ones and 
qualitative in nature, are recorded in Table 4.3. 
Table 4.2 shows that 87.5% of the respondents rated their associations effective, in 
terms of client service.  Only 6.2 percent rated themselves as ineffective. Table 4.2 
further shows that 71.9% rated themselves as being effective in terms of financial 
impact, with only 6.2 percent rating themselves as ineffective.  As far as social impact 
is concerned, 80.6% rated themselves as effective.  Overall, it therefore appears that 
the associations considered themselves effective, in respect of client service, financial 
and social impact.  The determinants of this success will be investigated in the Pearson 
correlations which are reported in Chapter 5. 
Table 4.2: Self-assessment of organisational effectiveness 
VARIABLE N PERCENTAGE 
Rating of effectiveness in terms of client service 
Very ineffective 0 0.0% 
Moderately ineffective 1 3.1% 
Slightly ineffective 1 3.1% 
Neutral 2 6.3% 
Slightly effective 3 9.4% 
Moderately effective 19 59.4% 
Very effective 6 18.8% 
TOTAL 32 100.0% 
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Rating of effectiveness in terms of financial impact 
Very ineffective 0 0.0% 
Moderately ineffective 1 3.1% 
Slightly ineffective 1 3.1% 
Neutral 2 6.3% 
Slightly effective 5 15.6% 
Moderately effective 18 56.3% 
Very effective 5 15.6% 
TOTAL 32 100.0% 
 
Table 4.2: Self-assessment of organisational effectiveness (continued) 
VARIABLE  N PERCENTAGE 
Rating of effectiveness in terms of social impact 
Very ineffective 0 0.0% 
Moderately ineffective 2 6.5% 
Slightly ineffective 0 0.0% 
Neutral 4 12.9% 
Slightly effective 8 25.8% 
Moderately effective 12 38.7% 
Very effective 5 16.1% 
TOTAL 31 100.0% 
Factors affecting effectiveness the most 
Employee performance 13 18.8% 
Employee motivation 8 11.6% 
Organisational environment 18 26.1% 
Organisational culture 12 17.4% 
Managerial expertise 12 17.4% 
Creative energy, multi-ethnic & racial background 6 8.7% 
TOTAL 69 100.0% 
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Associations utilising the Balanced Scorecard 
Yes 8 27.6% 
No 19 65.5% 
Not aware 2 6.9% 
Not applicable 0 0.0% 
TOTAL 29 100.0% 
As far as factors affecting their associations’ effectiveness, the respondents rated the 
organisational environment, employee performance, organisational culture and 
managerial expertise as leading factors.  Only 27.7% of the associations utilise the 
Balanced Scorecard performance matrix, in their organisational performance 
measurement.  This is a surprising result, as they may see improvement in their 
effectiveness if more of them use the Balanced Scorecard model, or another 
performance matrix which measures performance, on identified key performance 
areas. This may lead to improved performance monitoring, driving improved 
managerial decision making, and increasing performance and effectiveness.   
Table 4.3 shows that most of the respondents defined organisational effectiveness of 
professional associations in terms of generally accepted academic definitions of the 
concept.  Academic definitions of the concept generally include phrases such as 
“doing the right thing”, “doing the right things well”, “the degree to which objectives are 
achieved” and achieving objectives within “scarce resource allocation”.  Given that the 
respondents were professionals and probably had a lot of exposure to concepts such 
as effectiveness and efficiency, it is not surprising that most of them would have 
provided the academic definition.  However, a close second after the academic 
definition was the theme of service to the client or members.    
The respondents’ believe that a professional association would be effective if they 
identify what member’s need are, and then endeavour to meet those needs as quickly 
as possible (avoiding duplication and lots of red tape), whilst making sure of the 
delivery of the right value and services.  While services to members are of critical 
importance, the right balance is required to be maintained between serving the best 
interest of the organisation, and that of provision of services to members.  The 
maintenance of such a balance will ensure that member growth; service, social and 
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financial aspects are managed, whilst the learning aspects of the organisation are 
improved. This will lead to improved effectiveness, as per the hypothetical model. 
Table 4.3: Self-assessment of organisational effectiveness- qualitative 
information   
RANKING THEME 
SUPPORTING REFERENCES IN THE 
RESPONDENTS’ RESPONSES 
1 
General 
academic 
definitions of 
organisational 
effectiveness 
1. Doing something and expecting it to meet its 
intended outcome. 
2. Being able to deliver at least at 90% on all 
deliverables. 
3. The degree to which the organisation’s 
objectives are achieved in conjunction with its 
constitution and mission statement. 
4. The degree to which objectives are achieved 
and targeted problems are solved. 
5. Doing the right thing first time and 
successfully. 
6. Achieving objectives, given scarce resource 
allocation 
7. Doing the right things well 
2 
Client/ member 
services 
1. Satisfying members  
2. The measure of how quickly the needs of 
clients are addressed and to the general 
satisfaction of the client. 
3. Supplying excellent service in the shortest 
possible time, avoiding duplication and lots of 
red tape. 
4. The ability to render all administrative 
functions, in a manner as to be of absolute 
benefit to its stakeholders. 
5. Being responsive to member needs and 
delivering the right value add services to 
ensure member retention. 
6. Identifying what members need, and 
endeavouring to meet those needs. 
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Table 4.3:  Self-assessment of organisational effectiveness- qualitative 
information (continued) 
RANKING 
(continued) 
THEME 
SUPPORTING REFERENCES IN THE 
RESPONDENTS’ RESPONSES 
3 
Promoting and 
developing the 
profession and 
professionalism 
1. Raising the standard of professionalism, and 
raising the profile of the profession. 
2. The effective representation and development 
of professionals in South Africa 
3. Promoting and developing the profession and 
practices 
4. Providing a professional home for association 
members and representing their best interests 
as well as projecting a professional image to 
the public at large. 
5. Profession is fragmented into disparate 
specialities that don't work together [in other 
words, building unity in the profession] 
4 
Management/ 
leadership and 
passionate 
volunteerism 
1. Thought leadership 
2. Management style 
3. The exceptional contribution and passion of 
volunteers for the profession 
5 Governance 
1. The need for Board to concentrate on 
oversight and governance and not to be 
involved in the operations, i.e. good 
governance. 
2. Maintaining a high regard for business ethics 
and fiduciary principles. 
3. Legislative requirements regarding quality and 
experience of professionals 
6 Resources 
1. Limited funding 
2. Resource constraints are the biggest issue. 
3. Not enough hands and money around to 
implement all aspects of the strategy. 
Table 4.3 further shows that most respondents felt that client/members services are 
about satisfying the needs of members, quickly and effectively.  Respondents 
indicated that this should be done without much bureaucracy and red-tape, and that 
stakeholder’s needs must be considered at all times.  Member retention should be 
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encouraged by being responsive to member needs, and providing additional value –
added services to them. 
Table 4.3 above also shows that respondents felt that promoting and developing the 
profession or sector in which they operate, leads to effective professionals within their 
sector, whilst maintaining and projecting a professional image to the public.  This is 
enhanced by showing unity within the sector, by ensuring that competing professional 
associations collaborate more. 
Table 4.3 below further shows that respondents felt that leadership style should be 
visionary, by showing thought leadership styles, whilst enhancing volunteerism within 
the association and its members.  The respondents further stated that governance 
should be enhanced by having the association’s board of directors clearly understand 
their oversight role, and not to become involved in operations. Respondents indicated 
that these boards should ensure a high degree of business ethics, and compliance to 
fiduciary principles, and should also prioritise legislative requirements regarding 
professional quality and experience, and improve sector impact through advocacy and 
lobbying.  From a resource perspective, respondents consider limited funding for their 
associations, as their biggest challenge.  Being able to do more with less, that is 
improved efficiency, was required, and also ensuring that association staff is multi-
skilled, to ensure implementation of the association’s strategy.  Table 4.3 contributes 
towards secondary objectives (2) and (3) of the study, as identified in Chapter 1. 
4.2.3 Environmental factors influencing organisational effectiveness 
This section deals with questions 22 to 27 of the questionnaire, which addresses 
transformation, social, political and macroeconomic challenges facing associations. 
4.2.3.1 Transformation in professional associations 
This section deals with transformation within the associations.  Transformation, 
especially in the South African context, is a legislative requirement that provides a 
challenge for some.  
The responses to questions 22 to 24 are tabulated in Table 4.4 below.  Table 4.4 
shows that 81 2% of the respondents felt that their associations have successfully 
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dealt with transformation.  They have done this by having Transformation Committees, 
as well as the employment of representative groups, and ensuring that organisational 
structures are sufficiently represented.  This, however, is not congruent with the 
employment statistics provided by the questionnaire (see Table 4.1), which implies 
that perception and reality are not always aligned.  This implies that although 
associations may well understand and state that they are transformed, the reality is 
that many of their employee demographics do not reflect this.  The associations should 
address this by having statistical analysis and reporting on Transformation and 
Demographics, supported by Risk and Strategy Management.  Lack of transformation 
may affect the effectiveness of professional associations, as a component of 
environmental factors, and a learning organisation, as identified by the hypothetical 
model.  
Table 4.4:  Environmental characteristics of the sample  
QUESTION N PERCENTAGE 
Has your association successfully dealt with transformation, according to 
your perception? 
Yes, fully 5 15.6% 
Yes, in part 21 65.7% 
I am not sure/I don’t know 1 3.1% 
No, partially at most 5 15.6% 
No, not at all 0 0.0% 
TOTAL 31 100.0% 
Yes 25 80.6% 
No 6 19.4% 
TOTAL 31 100.0% 
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QUESTION N PERCENTAGE 
Does your association assist members in skills placement? 
No 11 34.4% 
Yes, to find suitable staff 8 25.0% 
Yes, to find employment 13 40.6% 
TOTAL 32 100.0% 
Identified measures to facilitate transformation 
A Transformation Committee is in place. 
Employment of representative groups 
Ensuring that all organisational structures are sufficiently represented 
4.2.3.2 Social, political and macro-economic factors influencing 
organisational effectiveness of professional associations 
This section provides research into the effect that social, political and identified macro-
economic factors have on the respondent’s association’s effectiveness.  This is 
important as these factors may have a significant effect on associations and their 
members, with cascading effects to the economy.  This section contributes towards 
secondary objective (4) of the study, as identified in Chapter 1, and deals with 
questions 25 to 27 of the questionnaire. 
Table 4.5 below tabulates questions 25 to 27 of the questionnaire.  The responses in 
Table 4.5 indicated that Education is the main social factor affecting the effectiveness 
of associations.  There is also an indication that Language may be another factor 
affecting their effectiveness.  The level of crime within the country is also considered 
a notable factor. Corruption is considered a notable political factor, affecting the 
effectiveness of associations, with Black Economic Empowerment also considered a 
notable factor.  This is interesting considering the Transformation responses 
considered in Table 4.4. 
The most notable macro-economic factor affecting association effectiveness, based 
upon responses, is unemployment.  This may affect membership numbers, as well as 
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professional work undertaken within the sector.  This will impact the member growth 
of the associations, and hence impact the effectiveness of associations. Interest rates, 
inflation and exchange rates, are all very similar in their response rates, and are all 
notable findings. 
Hence, the results indicate that professional associations should focus on education 
of their members, with a particular focus on language, or a suitable language policy. 
Also general unemployment seems to affect associations, and this may have to be 
addressed via a strategy to mitigate unemployment within the sector, or proactively 
facilitate employment opportunities, within the sector. 
Table 4.5: Environmental factors influencing organisational effectiveness 
SOCIAL FACTORS  
Factor Extremely Very much Moderately Slightly Not at all 
 N % N % N % N % N % 
Crime 4 12.9% 7 22.6% 9 29.0% 6 19.4% 5 16.1% 
Education 16 51.6% 12 38.7% 3 9.7% 0 0.0% 0 0.0% 
Cultural 
differences 
2 6.7% 2 6.7% 15 50.0% 6 20.0% 5 16.6% 
Other 0 0.0% 3 42.9% 0 0.0% 0 0.0% 4 57.1% 
POLITICAL FACTORS  
Political 
Uncertainty 
4 13.3% 12 40.0% 7 23.3% 3 10.0% 4 13.3% 
Strikes 3 10.3% 4 13.8% 8 27.7% 3 10.3% 11 37.9% 
Corruption 7 23.3% 11 36.7% 3 10.0% 4 13.3% 5 16.7% 
Other 1 33.3% 1 33.3% 0 0.0% 0 0.0% 1 33.4% 
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MACRO-ECONOMIC FACTORS  
Unemployment 7 21.9% 8 25.0% 9 28.1% 4 12.5% 4 12.5% 
Interest rates 5 16.1% 6 19.4% 7 22.6% 9 29.0% 4 12.9% 
Inflation 6 19.4% 7 22.6% 8 25.8% 6 19.3% 4 12.9% 
Other 1 20.0% 2 40.0% 0 0.0% 1 20.0% 1 20.0% 
Other social factors identified: 
 Language 
 Impact of HIV/AIDS on the SMME Market 
Other political factors identified are: 
 Government is a major role player and is often not sure of their own 
           position 
 Black Economic empowerment 
 Barriers to alternative entrants in a sector. 
Another macro-economic factor identified is: 
 Exchange rate 
4.2.4 Competitive positional advantage 
This section provides research into the effect that competitive positional advantage 
has on an association’s effectiveness.  This is important as this will certainly impact 
the strategy of the association, with a cascading effect upon the association and its 
members.  This section contributes towards secondary objective (5) of the study, as 
identified in Chapter 1, and deals with questions 28 to 34 of the questionnaire.  The 
results are tabulated in Tables 4.6 and 4.7 below. 
From the responses in Table 4.6, we see that at least three of the associations, operate 
in a sector that has more than 11 professional associations operating within it.  
Conversely, more than half (53.5%) operate solely within their respective sectors. This 
is congruent with the responses where some indicated that their associations are the 
largest and first associations in their sector.  In addition 68.8 % indicated that they 
have developed and /or introduced unique services to their members.  It is notable 
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that the associations operating within a sector that has multiple associations comprise 
the majority of those that indicated that they have developed unique services for their 
members. 
The large number of associations with no competition is largely those regulated by 
legislation within their sector.  These associations may encounter duplication of efforts 
by competing associations, hence a confusion of the market within this sector. This 
has to be balanced by the perceived segmented markets within the sectors, served by 
the various associations. 
Table 4.6:  Competitive positional advantage of associations 
Question 
N 
< 1 
N 
1 - 5 
N 
6 – 10  
N 
11 plus 
How many professional bodies in 
South Africa in the same field as 
yours? 
15 6 4 3 
Question 
Strongly 
disagree 
Disagree Neutral Agree 
Strongly 
agree 
 N % N % N % N % N % 
In relation to the other 
professional bodies in the 
same field, our association 
was the first one to be 
established in South Africa 
9 45.0 2 10.0 0 0.0 6 30.0 3 15.0 
Our association is the 
largest professional body in 
our professional field in 
South Africa. 
18 56.3 6 18.8 2 6.3 3 9.3 3 9.3 
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Question 
Strongly 
disagree 
Disagree Neutral Agree 
Strongly 
agree 
 N % N % N % N % N % 
Our relative position – 
compared to the other 
professional bodies in 
the same field in South 
Africa – changed 
positively over the past 
five years 
16 50.0 9 28.1 6 18.8 1 3.1 0 0.0 
Our association has 
developed and/or 
introduced unique 
services for our 
members that are not 
offered by other 
professional bodies in 
South Africa operating 
in the same field.”   
11 34.4 11 34.4 8 25.0 2 6.2 0 0.0% 
The respondents’ views on the factors that might have impacted on the relative 
positive positioning of their professional associations are tabulated in Table 4.7 below. 
Table 4.7: Factors that impact on positive positioning of responding 
associations 
FACTORS 
Professional standards and competencies 
Position papers on policy issues 
Membership development through Continuous Professional Development 
programmes 
Loyalty and reward programme for members 
Professional indemnity insurance  
Intern programme and a bursary programme 
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FACTORS (continued) 
Skills assessment tools 
An employment database 
Table 4.7 shows that many respondents see the professional standard and 
competencies of its members as contributory factors in positively positioning their 
associations.  They also see legislative commentary, via position papers, etc., as 
elevating their competitiveness. Continuous Professional Development (CPD) events 
and opportunities also provide competitive advantage, according to the respondents, 
whilst some provide additional value-added products, not related to traditional 
membership activities, to obtain competitive advantage and improve sustainability. 
Improved competitiveness and sustainability, will lead to increased member growth, 
and hence increased effectiveness.  Professional indemnity insurance, which may be 
legislative requirement for some sectors, is also seen as a factor providing competitive 
advantage.  An intern or bursary programme also provides advantage, not only for the 
associations, but also the sector, and by positively influencing recruitment within the 
sector, through various mechanisms, respondents feel they become more competitive. 
4.2.5 Re-investment in skills 
This section provides research into the effect that a re-investment, or further 
investment, in skills will have on the respondent’s association effectiveness.  This is 
important as this influences the level of skills within the association, and the sector 
members, with cascading effects to the economy.  This may impact effectiveness, in 
terms of our hypothetical model.  This section contributes towards secondary objective 
(6) of the study, as identified in Chapter 1, and deals with questions 35 to 37 of the 
questionnaire. 
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Table 4.8: Reinvestment in skills 
STATEMENT N PERCENTAGE 
Percentage of annual turnover re-invested in  membership skills development  
Zero 5 18.6% 
Zero to 5 % 6 22.1% 
6 to 10% 5 18.6% 
11% to 15% 0 0.0% 
16 to 20% 6 22.1% 
Greater than 20% 5 18.6% 
TOTAL 27 100.0 
Percentage of annual turnover spent on staff training and staff skills 
development 
Zero 6 22.2% 
Zero to 5% 19 70.4% 
6 to 10% 2 7.4% 
Greater than 10% 0 0.0% 
TOTAL 27 100.0 
Percentage of associations who have a Continuous Development Programme 
Yes 28 93.3% 
No 2 6.7% 
TOTAL 30 100.0 
Table 4.8 indicates that 40.7 % of the associations spent less than 5% on reinvestment 
in their member’s skills development.  Yet, it also reflects that 22.1 % spent between 
16 to 20% of their turnover, and 18. 6% spent greater than 20% on member 
development.  This is aligned to the level of maturity of the organisation, and is an 
indicator of organisational growth and development. 
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Table 4.8 also indicates that 92.6 % of the associations spent less 5% on staff training. 
Even more notable is that 22. 2% of associations spent zero on staff training and skills 
development.  This is congruent with the zero result percentage spent on member 
skills development, and is also linked to the level of maturity of the association.  There 
does appear to be a link between the maturity of an association, and the percentage 
spent on members and staff development.  This spend directly impacts the view of the 
organisation as a learning organisation, which impacts their effectiveness, according 
to the hypothetical model. 
4.2.6 Re-investments in physical resources 
This section provides research into the effect that a re-investment in physical 
resources has on the on the respondent’s association effectiveness.  This is important 
as this may have a significant effect on the services and satisfaction experienced by 
their members, as well as the sustainability of the association.  This section contributes 
towards secondary objective (7) of the study, as identified in Chapter 1, and deals with 
question 38 of the questionnaire.   Table 4.9 below reflects the results of the annual 
turnover spent on physical items, as enquired in question 38 of the questionnaire. 
Table 4.9 indicates a rather even spread of turnover on various physical resources, 
and there is nothing notable about these results.  These questions were considered to 
investigate whether any asset investments provided any advantage and consequently 
affected association effectiveness.  The impact, if any will be considered in the 
multivariate analysis, discussed in Chapter 5. 
Table 4.9: Reinvestment in physical resources 
STATEMENT N PERCENTAGE 
Percentage of annual turnover re-invested in physical resources  
Office equipment 4 15.4% 
Capital expenditure 7 26.9% 
Buildings 4 15.4% 
Information technology 6 23.1% 
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STATEMENT N PERCENTAGE 
Percentage of annual turnover re-invested in physical resources  
Electronic communications(including social media and 
website) 
5 19.2% 
TOTAL 26 100.0% 
4.2.7 Barriers to imitation of resources and skills 
This section provides research into the effect that barriers to imitation of resources 
and skills, may have on the respondent’s association’s effectiveness.  This is important 
as these will impact the strategy of an association, with cascading effects to the 
members.  This may impact the effectiveness of an association. This section deals 
with questions 25 to 27 of the questionnaire. 
Table 4.10 below reflects the results of questions 39 to 42 below, whilst Table 4.11 
reflects some of the qualitative responses to question 43, regarding barriers identified 
with respect to imitation of resources and skills ,by competing associations. 
Table 4.10:  Barriers to imitation of resources and skills 
STATEMENT N PERCENTAGE 
Number of competitive associations with similar resources or skills 
None 9 28.1% 
Some of them 10 31.3% 
Most of them 6 18.8% 
All of them 1 3.1% 
Only association in sector 6 18.7% 
TOTAL 41 100.0 
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STATEMENT N PERCENTAGE 
Degree of difficulty in imitating resources of skills of respective association 
Extremely 4 12.5% 
Very 9 28.1% 
Moderately 14 43.8% 
Slightly 3 9.4% 
Not at all 2 6.2% 
TOTAL 59 100.0 
Number of associations who take active measures to prevent imitation of 
resources or skills (continued) 
No 12 38.7% 
Yes-strategic decision 9 29.0% 
Yes-investment in measures 6 19.4% 
Yes-implementation of measures realised 4 12.9% 
TOTAL 31 100.0 
Respondents who believe that current legislation protects associations 
resources and skills 
Yes, strongly agree 4 12.5% 
Yes, agree. 6 18.8% 
Undecided/not sure 8 25.0% 
No, disagree 13 40.6% 
No, strongly disagree 1 3.1% 
TOTAL 32 100.0 
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Table 4.11: Qualitative factors identified as barriers to imitation of resources and 
skills 
Qualitative factors identified as barriers to imitation of resources and skills 
Recognition by SAQA as a professional body 
Too many different associations within one sector, creates market confusion. 
Strong laws in the country: Competition Law, Companies Act, Patents & 
Trademarks 
Inadequate legislation allowing for illegal professional practitioners 
Table 4.10 indicated that 28.1% of the associations indicated that they do not have 
any competitors with similar resources or skills.  Hence, 71.9% of them have 
competitors for similar resources or skills. In addition, 40.6% of the associations 
indicated that it is extremely or very difficult, to imitate their associations’ resources or 
skills.  This would seem to indicate that whilst there may be some imitation of 
resources or skills, it is limited only to the sectors that have multiple associations 
servicing them.  It is likely that these associations compete with each other, for market 
share of members and member-driven income.  This will impact their member growth.  
The responses indicate that 48. 7% of the associations actively invest in, and 
implement measures to prevent the imitation of resources or skills. This is likely to be 
more prevalent in multiple association sectors. The results also showed that 43.7% of 
respondents did not agree that sufficient legislation is in place, to protect associations’ 
resources and skills.  
The qualitative factors from Table 4.11 indicated that SAQA accreditation does provide 
a barrier, to associations not recognised.  The process and cost of accreditation could 
be a significant barrier to smaller associations.  The lack of relevant legislation 
controlling the number of associations within a sector, also provides some barrier 
concerns, and also contributes towards the inadequate controlling of some non-
registered practitioners within some sectors.  This certainly tarnishes the sector 
concerned. Barriers certainly will impact the member growth pattern of the 
associations, which may impact their effectiveness. 
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4.2.8 Sources of competitive advantage 
Table 4.12 below reflects the results of questions 44 to 46 of the questionnaire. 
Table 4.12: Sources of competitive advantage 
STATEMENT N PERCENTAGE 
Associations who believe that they have a competitive advantage over 
others in their sector 
Strongly agree 13 43.3% 
Agree 7 23.3% 
Neutral 8 26.8% 
Disagree 1 3.3% 
Strongly disagree 1 3.3% 
TOTAL 30 100.0 
Strongly agree 12 40.0% 
Agree 12 40.0% 
Neutral 6 20.0% 
Disagree 0 0.0% 
Strongly disagree 0 0.0% 
TOTAL 30 100.0 
Associations’ level of cooperation with other professional bodies 
Almost always 6 18.7% 
Often 14 43.7% 
Sometimes 10 31.3% 
Seldom 2 6.3% 
Never 0 0.0% 
TOTAL 32 100.0 
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The results showed that 66.6% of the respondents believed that they have a 
competitive advantage over other associations in their sector. About 80% of the 
respondents agreed that their associations have higher credibility than competing 
associations in their sector. At least 6.4% of the respondents indicated that they often 
or almost always, cooperate with other professional associations in their sector. This 
is a positive indicator, and the cooperative nature should be utilised within the sectors, 
to benefit the associations and their beneficiaries. These factors will impact the 
member’s growth pattern of associations, which has an impact on the association 
effectiveness, according to the hypothetical model. 
4.2.9 Operations within associations 
This section will look at questions 47 to 53 of the questionnaire, which enquired about 
operations within the associations, and also addresses secondary objective (7) of the 
study, identified in Chapter 1.  Table 4.13 below tabulates the responses to questions 
47 to 53, whilst Table 4.14 below tabulates qualitative responses to question 49. 
About 59.4% of the respondents indicated that their associations have a person 
specifically designated to operations, within their organisational structure, whilst 75% 
of them agreed that their operations require improvement.  This identified poor 
performance indicator could be an indicator that the competency of the operations 
department is not satisfactory.  This may impact service and satisfaction of members, 
and ultimately member growth and effectiveness.  Care should be maintained in 
ensuring that specialised positions have competent incumbents, and are not filled by 
industry, or association, experts.  At least 53.2% of respondents disagreed that their 
operational quality is lower than others in the sector.  By implication, they agreed that 
improvements are required; this implies that the overall level of operational quality 
within the sectors needs to improve.   At least 15.6% of the respondents also agreed 
that there is not sufficient division between operations and strategy, and this may also 
be an indicator of improvement required in the quality of operations, and certainly a 
requirement for delineation thereof.  This is supported by the fact that least 25.1% of 
the respondents agreed that there was not sufficient division between their board and 
operations within the association.  At least 59.4% of respondents agreed that their 
organisational structures are flat in nature, which could also indicate a need to 
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delineate and structure operations more effectively.  This might lead to more 
association effectiveness. 
Table 4.13: Operations within professional associations 
STATEMENT N PERCENTAGE 
Associations who have a person specifically designated to Operations(e.g. 
COO-Ops Mgr.) 
Yes 19 59.4% 
No 13 40.6% 
TOTAL 32 100.0 
Associations who believe that their operational quality requires 
improvement (continued) 
Strongly agree 6 18.8% 
Agree 18 56.2% 
Neutral 4 12.5% 
Disagree 3 9.4% 
Strongly disagree 1 3.1% 
TOTAL 32 100.0 
Associations who believe that their operational quality is lower compared to 
others in their sector 
Strongly agree 1 3.1% 
Agree 5 15.6% 
Neutral 9 28.1% 
Disagree 10 31.3% 
Strongly disagree 7 21.9% 
TOTAL 32 100.0 
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Respondents who believe that within their associations there was sufficient 
division between strategy and operations 
Strongly agree 4 12.5% 
Agree 12 37.5% 
Neutral 11 34.4% 
Disagree 5 15.6% 
Strongly disagree 0 0.0% 
TOTAL 32 100.0 
Respondents who believe that within their associations there was sufficient 
division between their Board and operations 
Strongly agree 7 21.9% 
Agree 14 43.8% 
Neutral 3 9.4% 
Disagree 6 18.8% 
Strongly disagree 2 6.3% 
TOTAL 32 100.0 
Description of respondent’s association structures (continued) 
Very flat 3 9.4% 
Rather flat 16 50.0% 
Rather hierarchical 11 34.4% 
Very hierarchical 2 6.3% 
TOTAL 32 100.0 
Table 4.14 reveals the respondents’ suggestions about operational improvements in 
their associations. 
 
 
136 
 
 
Table 4.14: Operational improvements suggested by respondents 
OPERATIONAL IMPROVEMENTS 
Improve administration to leverage technology 
Improved and consistent communication with members 
Keep abreast with the requirements of our members and the industry 
Improved staff morale and motivation, and staff development 
Proper succession planning 
Management process and pro-activeness as well as benchmark against global 
best practise 
Language utilisation needs improvement 
Greater resources and change in legislation to render better administrative function 
CEO far too involved in operational aspects.  There is a dire need to appoint a 
COO or senior operations manager. 
Development of a professional call centre service 
IT systems aligned to improving operations 
The suggestions are much aligned to the responses in Table 4.13, and where these 
improvements are successfully implemented, they may mitigate some of the concerns 
reflected in the responses to Table 4.13.  The respondents seemed to agree that 
improved communication with members would enhance operations, with subsequent 
benefits.  Risk issues like succession planning, benchmarking of processes and 
aligned IT systems require more focus.  Some respondents indicated that staff morale 
and motivation requires focus, and that a dedicated operations person would improve 
effectiveness.  This will not improve both member’s satisfaction and resultant growth, 
and also contribute to ensuring that the association is deemed a learning association. 
This may impact association effectiveness. 
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4.2.10 Finances within professional associations 
Table 4.15: Finances in professional associations 
STATEMENT N PERCENTAGE 
Revenue percentage from membership fees 
0-20% 2 6.7% 
21-40% 3 10.0% 
41-60% 10 33.3% 
61-80% 7 23.3% 
81-100% 8 26.7% 
TOTAL 30 100.0% 
Revenue percentage from additional service to members 
0-20% 18 56.3% 
21-40% 5 15.7% 
41-60% 6 18.7%% 
61-80% 3 9.3% 
81-100% 0 0.0% 
TOTAL 32 100.0% 
Percentage revenue that associations generate 
Members 20 24.7% 
Private-donations 7 8.7% 
Business -advertisement 18 22.2% 
Business-sponsorship/contributions 23 28.4% 
Government 8 9.8% 
International organisations 5 6.2% 
TOTAL 81 100.0% 
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This section will look at questions 54 to 56 of the questionnaire, which enquired about 
Finances within associations, and addresses secondary objective (9) identified in 
Chapter 1.  This section is important as the finance and related structuring not only 
affects the sustainability of the associations, but also the credibility of the association.  
The empirical results are reported in Table 4.15. 
Only 16.7% of the associations derive less than 40% of their revenues from 
membership fees, whilst 56.3% of them derive less than 20% of total revenue, from 
additional services to members.  This indicates a large dependency on member 
subscriptions, which is expected from a member association, however is also a risk, 
for organisations showing slow member growth or below breakeven member growth. 
Results showed that business sponsorship or contributions comprise the largest 
percentage of alternate revenue streams, and it is suggested that associations, 
especially those who generate 80% plus from member fees, initialise alternate 
revenue streams in this manner.  This may impact sustainability, which affects 
member’s satisfaction, growth, and consequently effectiveness. 
4.2.11 Member satisfaction and services 
This section will look at questions 57 to 61 of the questionnaire, which enquired about 
member’s satisfaction and services within the associations, and also addresses 
secondary objective (10) of the study, identified in Chapter 1.  The results of the 
questions are tabulated in Table 4.16. 
The responses indicated that 35.5% of the respondent associations do not measure 
client satisfaction, at regular intervals. Of those who do measure it, only 42.9% utilised 
an independent person to calculate the measurement or rating.  The respondents 
indicated that 75% of their members were satisfied with the associations; however this 
would be a very subjective opinion, based upon the low rate of regular independent 
measurement provided by the first two responses in Table 4.16.  Only 56.2% of 
respondents indicated that their associations offer any non-traditional services to their 
members.  This does correlate with the responses from Table 4.15, and the 
respondents mostly agreed that their service delivery is very centrally organised and 
managed.  The impact that members satisfaction has upon member growth, may have 
an impact on the association effectiveness. 
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Table 4.16: Members’ satisfaction and services responses 
STATEMENT N PERCENTAGE 
Number of associations who measure members satisfaction at regular 
intervals 
Yes 20 64.5% 
No 11 35.5% 
TOTAL 31 100.0% 
Associations who do measure member satisfaction, and utilise an 
independent consultant 
Yes 9 42.9% 
No 12 57.1% 
TOTAL 21 100.0% 
Respondents rating of members satisfaction with their associations 
Very satisfied 3 9.4% 
Satisfied 21 65.6% 
Neither/don’t know 5 15.6% 
Dissatisfied 3 9.4% 
Very dissatisfied 0 0.0% 
TOTAL 32 100.0% 
Associations offering extended services(beyond traditionally expected from 
an association) 
Yes 14 43.8% 
No 18 56.2% 
TOTAL 32 100.0% 
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Associations who believe that their service delivery is organised in a very 
centralised manner 
Strongly agree 8 25.0% 
Agree 20 62.5% 
Neutral 2 6.3% 
Disagree 1 3.1% 
Strongly disagree 1 3.1% 
TOTAL 32 100.0% 
Question 60 enquired about extended services offered, beyond traditional members’ 
services. Respondents identified some of these, as listed in Table 4.17 below. 
Table 4.17: Extended services offered by professional associations 
EXTENDED SERVICES OFFERED BY PROFESSIONAL ASSOCIATIONS 
Loyalty card benefits 
External business offerings 
Internship programme, bursaries and sponsorships 
Market linkages 
Risk management plans online   
Salary surveys, job specifications and evaluations   
It is suggested that these be considered within the strategic and financial modelling of 
most associations, as this may contribute to improved member growth, by providing 
competitive advantage or a value–add being sought by a prospective member. The 
credibility and sustainability of the association, therefore, also improves.  This impacts 
the association in terms of member’s growth, and may consequently impact 
association effectiveness. 
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4.2.12 Learning and growth within professional associations 
This section will look at questions 62 to 66 of the questionnaire, which enquired about 
learning and growth within the associations, and also addresses secondary objectives 
(10 and 11) of the study, identified in Chapter 1.  The responses to questions 62 to 66 
are tabulated in Table 4.18 below, whilst those of question 64, are tabulated in Table 
4.19 below. 
Table 4.18: Learning and growth within professional associations 
STATEMENT N PERCENTAGE 
Associations that monitor what other professional bodies do in order to learn 
from their experiences  
Yes 30 93.8% 
No 2 6.2% 
TOTAL 32 100.0% 
Associations that continuously try to learn and improve 
Strongly agree 15 46.9% 
Agree 15 46.9% 
Neutral 1 3.1% 
Disagree 1 3.1% 
Strongly disagree 0 0.0% 
TOTAL 32 100.0% 
Associations that fully comply with the King III Guidelines 
Yes 24 80.0% 
No 6 20.0% 
TOTAL 30 100.0% 
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Type of organisational cultures existing within associations 
Very traditional 2 6.3% 
Traditional 7 21.9% 
Middle-of-the-road 7 21.9% 
Evolving 13 40.6% 
Highly evolving 3 9.3% 
TOTAL 32 100.0% 
The vast majority of respondents (93.8%) indicated that their associations monitor 
what other associations do, with a view to learning from them.  The majority also 
agreed that their associations continuously strive to learn and improve, and 80% of 
them stated that they are fully compliant with the King III corporate governance 
guidelines.  Governance has an impact on the effectiveness of strategy and 
operations, which impacts member growth .With good governance in place, strategic 
planning would be focused on the correct outputs, and performance thereof being 
measured.  This ensures that valuable Board time is focused on strategic enhancing 
goals, versus less important management goals.  Decisively aligning Board and 
Management, in this manner, allows correct organisational strategic focus.  This may 
impact the effectiveness of the association. 
Almost half (49.9%) of the respondents described their associations as evolving, thus 
the majority are more traditional in their organisational cultures.  This does indicate 
that there is a trend towards being a learning organisation, as indicated by the theory. 
This is very important, as without the correct organisational culture bias, towards being 
a learning organisation, organisational objectives in this regard, become increasingly 
difficult to achieve. 
4.2.13 Research undertaken by the professional associations 
This section will look at question 64 of the questionnaire, which enquired about 
research within the associations, and also addresses secondary objective (12) of the 
study, identified in Chapter 1.  Table 4.19 below tabulates the responses to the enquiry 
about research undertaken by the associations. 
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Table 4.19: Research undertaken by the professional associations 
BENEFICIARY OF 
RESEARCH/ PURPOSE OF 
THE RESEARCH 
RARELY SOMETIMES NEVER FREQUENTLY 
The association itself 
2 
(6.5%) 
14 
(45.2%) 
4 
(12.0%) 
11 
(35.3%) 
The members of the 
association 
4 
(12.5%) 
10 
(31.3%) 
5 
(15.6%) 
13 
(40.6%) 
The sector within which the 
association operates 
8 
(26.6%) 
5 
(16.7%) 
5 
(16.7%) 
12 
(40.0%) 
The country in which the 
association is located 
6 
(19. 4%) 
7 
(22. 6%) 
12 
(38. 6%) 
6 
(19. 4%) 
Research international trends 
and developments 
7 
(22. 6%) 
6 
(19. 4%) 
7 
(22. 6%) 
11 
(35. 4%) 
Research on future 
developments and needs 
4 
(12. 5%) 
5 
(15. 6%) 
16 
(50. 0%) 
7 
(21. 9%) 
TOTAL 100% 100% 100% 100% 
Research undertaken by associations can benefit the sector, the association and 
members, by providing information which is used for decision-making purposes.  This 
certainly impacts the effectiveness of an association, with respect to member 
satisfaction and growth.  Only 15.6% of the respondents indicated that they never do 
any research to benefit members, whilst 38.6% indicated that they never undertake 
any research to benefit the country.  The results indicated that 22.6% of the 
associations never undertake any international trends and development research, 
whilst 50% of them never undertake any research into future development and needs.  
An increase in research into international trends and future development can only 
benefit the associations positively and improve effectiveness, and it is suggested that 
more of this type of research is undertaken.  There appears to be some correlation 
between these results and that of Table 4.16, indicating association member’s 
satisfaction. 
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4.3 SUMMARY OF DESCRIPTIVE STATISTICS RESULTS 
A summary of the empirical results are now provided and the importance discussed. 
The main findings that emerged from the descriptive analysis were as follows: 
 Twenty-eight (90.3%) of the 31 professional associations in this study have 
been in existence for 10 years and more, while 22 of them were in existence 
for 20 years and more. This indicates that the majority of the surveyed 
associations are well advanced in their maturity cycle. This does, allow for 
benchmarking, to correctly align and compare organisational performance and 
effectiveness. 
 Eleven (34.4%) out of the 31 associations had fewer than 1000 members, while 
another 11 (34.4%) had between 1001 and 5000 members.  This indicates that, 
despite being relatively mature in organisational age, the associations have not 
grown relative to their sectors.  This may indicate a lack of organisational 
effectiveness, especially when benchmarked to similar age competitors, across 
sectors.  The lack of focus on membership numbers, will affect the 
organisations’ financial sustainability, as well as their strategic focus, which may 
be driven by available resources. 
 Most of the professional associations (28.1%) experienced growth in 
membership exceeding 10%, while 21.9% of them experienced growth of 
between four and five percent.  This does indicate that many associations are 
growing relatively slowly.  As mentioned earlier, this may very well negatively 
affect the availability of resources, financial and human, which certainly will 
affect organisational objectives and outputs.  This is clearly negative for 
organisational effectiveness.  Theory indicates that organisational growth, is 
clearly an important measure, especially so in membership organisations. 
 Most of the professional associations (87.1%) employ between one to ten 
temporary employees, while many of them (59.4%) employ between one to ten 
permanent employees.  This does indicate that many associations are not very 
large organisations, staff wise.  This is congruent with the relatively 
conservative membership growth pattern results.  Hence human resources, to 
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achieve strategic outputs and objectives, are not necessarily available, hence 
leading to reduced effectiveness.  Being able to increase service and benefits 
to members, which increases competitiveness, would depend upon sufficient 
human resources.  Hence, there is a positive relationship between the growth 
of members’ numbers, and availability of human resources (staff) to service 
them. In fact, the results indicate that member growth, and the resulting 
increased availability of resources, may greatly increase effectiveness barring 
any restrictive factors like legislation, political, demographic, and low 
confidence levels and other factors. 
 The employee demographics are as follows: African 33.7%, Coloured 12.3%, 
Indian 9.1% and White 44.8%.  This indicates that the associations are 
transforming, towards being representative of the country’s demographics. It 
does indicate a rather slow transformation rate, especially as there is legislation 
encouraging this.  Efforts in this regard, may be hampered by isolated 
resistance, and this may be something that associations should be wary of.  
Transformation, as a strategic output, requires planning, execution, 
measurement, and reporting to ensure success.  Without any of these 
components, strategic planning thereof, has a slim chance of success.  The 
strategic nature of this element may bring added competitive advantage, 
especially in the light of increased public credibility, and any resistance should 
be strategically unpacked, in this regard.  Many Boards do not see the strategic 
advantage that may be directed, or are simply ignorant in this regard. Ensuring 
that this is discussed, whilst being a sensitive issue, may also indicate the 
maturity of the Board, and /or efficacy of the Board.   
 Most (43.8%) of the professional associations in this sample operated as non-
profit organisations, while 34.4% operated as Section 21 Companies. Most of 
them (63.3%) are dependent on membership contributions for their existence. 
This does indicate that operating as Non-Profits seems to be the preferred 
vehicle, and as there would be legislation in this regard, compliance should not 
be a concern.  This is also borne out by the great reliance on membership fees, 
by most of the associations.  Theory shows that income diversification 
strategies are important for associations and non-profits.  Non-profits, by 
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diversifying their income spread, still aligned to member’s needs, would still be 
compliant to legislation.  Financial sustainability is dependent upon this 
diversification, and aligned resultants would be growth and improved resource 
availability.  This, as shown previously, will also increase effectiveness.  Finding 
and serving member needs would result in potential sources of financial 
diversification, hence the positive relationships between financial 
diversification, members’ growth and organisational effectiveness. 
 Most of the professional associations find themselves in the “other” sector.  This 
indicates that there are a considerable number of associations that exist outside 
the ‘traditional’ sectors of professions.  These ‘new’ sectors, also indicates that 
more professionals are coming into being, driven by market and sector needs.  
This bodes well for these sectors, as they would be able to professionalise and 
improve these sectors, similarly to the more traditional sectors. 
 The vast majority of associations (93.8%) indicated that they do monitor other 
associations, to increase their competitiveness.  This seems logical if there are 
competing associations, but is just as important to associations who have no 
competitors within their sector.  These associations may become more effective 
by benchmarking themselves to associations that have similar member 
numbers.  This provides a basis to assess performance, where no benchmark 
exists.  Without adequate competition, or performance measurement including 
competitor analysis, associations may become complacent in measuring 
performance only against internal targets.  This increases the risk of ignoring 
market standards and performance, and may result in conservative targets and 
strategies.  Competitive advantages not only influence strategies and 
outcomes, but also provide a realistic performance indicator. Without these 
benchmarks, effectiveness is likely to suffer. 
 Even though most associations indicated that they have transformation 
agendas in practice, the results show that there is still a disproportionate 
amount of White employees within the respondent associations.  This implies 
that although associations may well understand and practice transformation, 
the current demographics do not reflect this. 
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 Respondents rate the organisational culture (17. 4%), employee performance 
(18. 8%) and managerial expertise (17. 4%) as leading internal factors that 
contribute to association’s effectiveness.  This is borne out by the theory, which 
indicates that organisational culture plays a significant role in the performance 
and effectiveness of an organisation.  Hence, it is essential that through proper 
Human Resource practices, well-resourced human resource capacity, and 
good governance, a positive culture is created. 
 Only 27.7 percent of respondents utilise the Balanced Scorecard, to measure 
performance.  Whilst this may imply that other frameworks are being utilised, it 
may also indicate that only myopic measures are being used.  Either way, 
multiple performance measures, aligned to strategies, need to be used to 
maximise effectiveness.  It is suggested that a suitable performance 
management template or framework be considered, to improve performance 
measurement, and effectiveness, especially if only Finance, or basic measures 
are utilised. 
 Respondents felt that the leadership style to be utilised should be a visionary 
one, and that Thought Leadership needs to be improved within the 
associations.  This does seem to indicate a focus on operational issues, as 
strategic leadership should be visionary, by its very essence.  A focus on roles 
and responsibilities, and clear governance principles, across all levels of 
association structure, may encourage a more distinct strategic focus.  This may 
then increase organisational performance and effectiveness. 
 Unemployment is considered the most significant macro-factor affecting 
associations.  Associations play a significant role in ensuring that their members 
are employed, or create employment.  More importantly, the sectors that the 
association professionals serve provide employment for millions of individuals.  
The influence that this has on legislation, employment creating opportunities 
and economy, cannot be overemphasized.  Associations should engage in 
assisting the creation of employment.  This should be a strategic focus within 
associations, as this will result in advocacy and lobbying outputs. Not only will 
this result in improved communications within the sector, but consultation and 
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influence opportunities may result.  This should assist in increased benefits to 
associations, and members, and positively influence effectiveness. 
 A large majority (93.3%) of associations have a CPD offering to its members.  
This is an indicator that associations are investing resources in learning and 
growth opportunities for its members.  This also indicates a commitment to 
ensuring that standards and ethics are maintained.  Associations that do not 
have a CPD programme, should see themselves as being exceptions, and 
ensure that future strategies address this concern.  CPD programmes also 
comprise an important component of revenue diversification, and financial 
sustainability.  Sectoral educational standards are influenced by these 
programmes, and alignment to international/global best practice, can provide 
competitive advantage, increasing effectiveness. 
 More than half (61.3%) of the responding associations do have active measures 
in place to prevent the imitation or replication of its products or services, by 
competing associations, although the majority (62.4%) indicated that they do 
cooperate with other associations regularly.  This indicates that whilst 
associations practice in a healthy competitive environment, this is done within 
a healthy and ethical framework.  This benefits the sector, as synergistic 
cooperation on common challenges, would greatly enhance the sector. Where 
poor cooperation is experienced, it would indicate poor communication, rather 
than unwillingness.  Leadership should commit to cooperative practices, and 
ensure that the strategies provide for this important sector beneficial practice. 
 Business sponsorships, contributions and advertising (50.6%) currently 
comprise the majority of alternate revenue streams.  This indicates that the 
majority of associations do have a financial diversification strategy, and utilise 
their sectoral business networks, in this regard.  This is an important conclusion, 
as whilst many are NPO’s, they also ensure that profitability strategies are 
practiced, to ensure organisational sustainability and resource allocation.  This 
greatly enhances the credibility of the association, will attract the best human 
resources available, and enhances the effectiveness of the associations.  
Conversely, those who do not align to these strategies, may very well 
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experience the opposite, with challenges being financial sustainability, poor 
credibility, and lagging human resources. 
 Legislation is largely viewed as inadequate, in protecting the rights and interest 
of association members.  The effect of legislation upon various sectors and its 
professionals is important and material for the economy. Professionals need to 
be consulted and provide inputs into the sector that they serve.  Without proper 
consultation, the impact of the legislation may not be as effective.  The research 
has shown that associations largely view legislation as inadequate, and this 
may also indicate inadequate consultation in this regard.  The research does 
not address the consultation in this regard, and this is an area that requires 
future research.  The effect of inadequate, or potentially unilateral legislation, 
may be poor implementation, which will affect the impact and effectiveness of 
such legalisation.  This certainly impacts the economy negatively, and 
ultimately affects the effectiveness of the sector and economy.  It is suggested 
that associations determine the important role players that determine and 
influence legislation, and that a strategy is devised to ensure representation 
and influence upon such legislation.  Members’ inputs and concerns should be 
addressed within this strategy, and ideally legislation and its impact, should be 
a component of organisational effectiveness and performance measurement. 
 Associations do not focus sufficient attention into research on international 
trends and future development.  Theory suggests that research is an important 
component of being a learning organisation.  Research, for the benefit of the 
sector and members, enhances the influence and credibility of the association.  
This certainly influences the effectiveness of the association, as research drives 
the strategy and impact of the association.  International trends and 
developments certainly influence the direction and strategic outputs of the 
sector, and should be considered important inputs into association strategy. 
Hence, effectiveness is influenced by such research. 
4.4 CHAPTER SUMMARY  
In Chapter 4 the results of the descriptive statistics were reported.  These results 
revealed important information on the status of professional associations in South 
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Africa.  In Chapter 5, the empirical results on the multivariate statistical analyses are 
reported.  These statistical analyses will focus primarily on the testing of the 
relationships proposed in the hypothesised model to improve organisational 
effectiveness in professional associations. 
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CHAPTER 5 
THE EMPIRICAL RESULTS – MULTIVARIATE ANALYSES 
5.1 INTRODUCTION 
The previous chapter discussed the descriptive results obtained from the 
questionnaire, and this chapter will use the results and analyse them using statistical 
analyses. 
5.2 THE RESULTS FROM THE MULTIVARIATE ANALYSES 
Multivariate analyses, such as Pearson correlations, regression analyses and analysis 
of variance (ANOVA) were used to investigate the relationships between two or more 
variables.  In this study, multivariate analyses entailed the investigating of relationships 
between organisational effectiveness (the dependent variable) and various 
independent variables. 
The first step in investigating relationships between variables is to test whether these 
variables are valid and reliable constructs.  To this end, it is important to investigate 
the validity and reliability of the data that were collected, and in order to assess this, it 
is important to assess the validity and reliability of the measuring instruments used to 
collect the data.  In this regard, the construct validity of the data, as measured by 
exploratory factor analyses, and the reliability of the data, as measured by Cronbach 
alpha coefficients, were investigated.  
5.2.1 Assessing the construct validity of the data 
First of all, the face validity of the constructs was assessed to ascertain whether each 
instrument logically appears to reflect what was intended to be measured (Zikmund et 
al., 2013).  The researcher being the Chief Executive of a Professional Association, 
made this assessment based on experience and an extensive literature review. 
It was furthermore important to test whether the variables were uni-dimensional and 
not multi-dimensional.  Exploratory factor analyses were used for this purpose. 
According to Williams, Brown and Onsman (2010), detection and assessment of 
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unidimensionality of a theoretical construct is one of the eight objectives of an 
exploratory factor analysis (EFA). 
The first EFA entailed the analysing of the dependent variable, organisational 
effectiveness. It was surmised that this is a uni-dimensional variable.  Principal 
Component Analysis and Varimax Raw were specified as the methods of factor 
extraction and rotation respectively.  As a uni-dimensional construct is not expected to 
split into more than one construct, this proposition was tested.  Three factors were 
therefore initially specified.  The empirical results showed that the construct split into 
two constructs.  The empirical results therefore did not support the contention that the 
organisational effectiveness variable is a uni-dimensional construct.  The dependent 
variable was a two-dimensional factor.  Two distinctly separate factors could be 
identified, namely effectiveness in service, financial and social impact (factor 2) and 
effectiveness as a learning organisation (factor 1). Table 5.1 shows the most 
interpretable factor structures for these two variables. 
Table 5.1 shows that three items (EFFEC 1 to 3) loaded on factor 2.  It appears that 
these three items describe the extent to which the organisation is effective in client 
service, financial and social impact.  Factor 2 was therefore labelled as such.  Table 
5.2 also reveals that items EFFEC 4 to 10 loaded on factor 1.  These items appear to 
describe the extent to which the organisation is effective as a learning organisation 
and was therefore labelled as such.  
Table 5.1: Rotated factor loadings: dependent variables 
 FACTOR 1 FACTOR 2 
 
Effectiveness as a learning 
organisation (ELO) 
Effectiveness in service, 
financial and social 
impact (ESFSO) 
EFFEC1 0.253445  0.661505 
EFFEC2 0.226505  0.883679 
EFFEC3 0.410420  0.794359 
EFFEC4 0.562027 -0.259645 
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 FACTOR 1 FACTOR 2 
 
Effectiveness as a learning 
organisation (ELO) 
Effectiveness in service, 
financial and social 
impact (ESFSO) 
EFFEC5 0.828341  0.346612 
EFFEC6 0.822374  0.271889 
EFFEC7 0.882630  0.270571 
EFFEC8 0.867986  0.268744 
EFFEC9 0.830906  0.148790 
EFFEC10 0.885106  0.310376 
Explained 
Variance 
4.968558  2.374867 
Proportion of total 0.496856  0.237487 
Note: Loadings greater than 0.45 were considered significant and indicated in 
bold. 
The second EFA involved the analysis of the independent variable, re-investment.  It 
was postulated that this is a uni-dimensional variable.  Similar to the first EFA above, 
it was postulated that the construct would not split into more than one factor.  The 
empirical results however did not support this specification.  Three distinctly separate 
factors could be identified, namely re-investment in education and training (factor 2), 
re-investment in buildings and equipment (factor 3) and re-investment in capital goods 
and information technology (factor 1). The most interpretable factor structures for 
these three variables are shown in Table 5.2. 
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Table 5.2: Rotated factor loadings: re-investment variable 
 
 
FACTOR  1 FACTOR 2 FACTOR 3 
 
Re-investment in 
capital goods and 
information 
technology (RECIT) 
Re-investment in 
education and training 
(REET) 
Re-investment in 
buildings and 
equipment (REBE) 
REIN1 -0.066174  0.857703  0.019515 
REIN2 -0.061269  0.850819 -0.082461 
REIN3  0.267261 -0.092840  0.862853 
REIN4  0.750661 -0.241580  0.345459 
REIN5  0.126382  0.033420  0.871678 
REIN6  0.953436  0.004594  0.040791 
REIN7  0.933374 -0.043114  0.235476 
Explained 
Variance 
 2.439252  1.529525  1.687974 
Proportion 
of total 
 0.348465  0.218504  0.241139 
Note: Loadings greater than 0.40 were considered significant and indicated in 
bold. 
Table 5.2 indicates that two items (REIN 1 and 2) loaded on factor 2.  It appears that 
these two items describe the extent to which the organisation re-invests in education 
and training and were therefore labelled as such.  Factor 3 attracted items REIN 3 and 
5.  These items seem to describe the extent of the organisation’s re-investments in 
buildings and equipment and were labelled accordingly.  Three items (REIN 4, 6 and 
7) loaded on factor 1.  These items appear to signal the extent to which the 
organisation re-invests in capital goods and information technology (IT). Factor 2 was 
therefore given that label.  
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In the third EFA, the uni-dimensionality of the environment factors variable was 
investigated.  Again it was investigated whether the construct would split into more 
than one factor. The empirical results did support this proposition.  Table 5.3 shows 
that all the environment items except ENV 1 and 3, which were omitted due to low 
item-to-total correlations in the Cronbach alpha analysis, loaded on factor 1. The 
variable was therefore uni-dimensional and labelled the environment factors variable. 
Table 5.3: Rotated factor loadings: environmental factors 
 FACTOR  1 
 Environmental factors (ENVF) 
ENV2 -0.754029 
ENV4 -0.624393 
ENV5 -0.706405 
ENV6 -0.673584 
ENV7 -0.723147 
ENV8 -0.853839 
ENV9 -0.840744 
ENV10 -0.863138 
Explained 
Variance 
 4.614990 
Proportion of total  0.576874 
Note: Loadings greater than 0.40 were considered significant and indicated in 
bold. 
The fourth EFA involved the analysis of the independent variable, competitiveness.  It 
was surmised that this is a uni-dimensional variable.  The empirical results however 
did not support this specification.  After considering various factor solutions, it had to 
be concluded that the dependent variable was a two-dimensional factor.  Two distinctly 
separate factors could be identified, namely first-mover competitiveness (factor 2) and 
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competitiveness characteristics (factor 1).  Table 5.3 shows the most interpretable 
factor structures for these two variables. 
Table 5.4: Rotated factor loadings: competitiveness variable 
 FACTOR 1 FACTOR 2 
 
Competitive  
Characteristics 
(COMPC) 
First-mover 
competitiveness 
(FIRST) 
COMP1 -0.007339  0.944218 
COMP2  0.286672  0.826069 
COMP3  0.943739 -0.187298 
COMP4  0.465879  0.213785 
COMP6  0.687548  0.233073 
COMP7  0.577312  0.364851 
COMP8  0.914038  0.144534 
COMP9  0.807912  0.341795 
COMP10  0.105936 -0.577254 
Explained Variance  3.495345  2.313097 
Proportion of total  0.388372  0.257011 
Note: Loadings greater than 0.40 were considered significant and indicated in 
bold. 
Table 5.4 reveals that three items (COMP 1, 2 and 10) loaded on factor 2.  These 
three items describe competitiveness as the fact that the organisation was the first to 
be established in that industry and that it was also the biggest in that industry.  Factor 
2 was therefore labelled first-mover competitiveness.  The remaining competitiveness 
items (COMP 3 to 10), except COMP 5 which was deleted due to low item-to-total 
correlation in the Cronbach alpha, loaded on factor 1.  This variable seems to describe 
general competitiveness characteristics and was therefore labelled as such. 
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Table 5.5: Rotated factor loadings: operational quality variable 
 FACTOR 1 FACTOR 2 
 
Operational 
independence (OPERI) 
Operational 
effectiveness (OPERE) 
OPER1  0.391507  0.696072 
OPER2 -0.173742  0.835350 
OPER3  0.875714  0.073741 
OPER4  0.816650 -0.078291 
Explained 
Variance 
 1.617256  1.193892 
Proportion of total  0.404314  0.298473 
Note: Loadings greater than 0.40 were considered significant and indicated in 
bold. 
The final EFA entailed the analysis of the independent variable, operational quality. It 
was surmised that this is a uni-dimensional variable, but the empirical results did not 
support this specification.  After considering various factor solutions, it had to be 
concluded that the dependent variable was a two-dimensional factor.  Two distinctly 
separate factors could be identified, namely operational effectiveness (factor 2) and 
operational independence (factor 1).  Table 5.5 shows the most interpretable factor 
structures for these two variables. 
Table 5.5 indicates that two items (OPER 1 and 2) loaded on factor 2.  The two items 
describe the extent to which an organisation achieves operational effectiveness and 
was therefore labelled as such.  Factor 1 attracted the items COMP 3 and 4 which 
describe the extent to which the organisation is characterised by sufficient 
independence between strategy and operations, and between the board of directors 
and operations.  Factor 1 was therefore labelled, operational independence. 
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5.2.2 Assessing the reliability of the data 
In order to assess the reliability of the data, Cronbach alphas were calculated for the 
latent variables as they emerged from the EFAs.  Table 5.6 summarises the empirical 
factor structures of the latent variables as well as initial and final Cronbach alphas. 
The final Cronbach alpha indicates the reliability of the data, after items with low item-
to-total correlations have been deleted. 
Table 5.6 shows all the latent variables that were included in the final theoretical 
models.  All the Cronbach reliability coefficients, except for re-investment in education 
and training (0.40) and operational effectiveness (0.33) were above the 0.60 cut-off 
point, that indicates fair reliability according to Zikmund, Babin, Carr & Griffin( 2013).  
The re-investment in education and training and operational effectiveness latent 
variables were therefore excluded from all subsequent analyses.  The remaining 
variables mentioned in Table 5.6 were thus regarded as reliable for inclusion in the 
final theoretical model.  These variables were operationalised as follows: 
Effectiveness in service, financial and social impact (ESFSO): The extent to which 
the association is effective in terms of service, financial and social impact. 
Table 5.6: Empirical factor structures and Cronbach Alphas 
VARIABLE 
FACTOR 
STRUCTURE 
INITIAL 
ALPHA 
ITEMS 
DELETED 
FINAL 
ALPHA 
Dependent variables 
Effectiveness in service, 
financial and social impact 
(ESFSO) 
EFFECT 1 – 3 
. 
0.93 na 0.93 
Effectiveness as a learning 
organisation 
(ELO) 
EFFECT 4 – 10 
 
0.81 na 0.81 
Re-investment in capital 
goods and information 
technology 
(RECIT) 
REIN 4, 6, 7 
 
0.83 na 0.83 
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VARIABLE 
FACTOR 
STRUCTURE 
INITIAL 
ALPHA 
ITEMS 
DELETED 
FINAL 
ALPHA 
Dependent variables 
Re-investment in 
education and training 
(REET) 
REIN 1, 2 
 
0.40 na 0.40 
Re-investment in buildings 
and equipment 
(REBE) 
REIN 3, 5 
 
0.69 na 0.69 
Environmental factors 
(ENVF) 
ENV 2, 4 – 10 0.89 ENV 1, 3* 0.89 
Competitive 
characteristics 
(COMPC) 
COMP 3, 4, 6 – 9 
 
0.78 COMP 5* 0.78 
First-mover 
competitiveness 
(FIRST) 
COMP 1, 2, 10 
 
0.42 COMP 10 0.89 
Operational independence 
(OPERI) 
OPER 3, 4 
. 
0.66 na 0.66 
Operational effectiveness 
(OPERE) 
OPER 1, 2 
 
0.33 na 0.33 
Note: * indicates that these items were deleted in the pilot phase due to low item-
to-total correlation; na = not applicable.  
Effectiveness as a learning organisation (ELO): The extent to which the association 
is effective in terms of it being a learning organisation. 
Re-investment in capital goods and information technology (RECIT): The extent 
to which the association is effective in terms its reinvestment in capital goods and 
information technology. 
Re-investment in buildings and equipment (REBE): The extent to which the 
association is effective in terms of its reinvestment in buildings and equipment. 
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Environmental factors (ENVF): The extent to which the association is effective in 
terms of the environmental factors which influence it. 
Competitive characteristics (COMPC): The extent to which the association is 
effective in terms of its competitive characteristics. 
First-mover competitiveness (FIRST): The extent to which the association is 
effective in terms of it being the first organisation in its sector. 
Operational independence (OPERI): The extent to which the association is effective 
in terms of it having an independent operational division. 
5.2.3 Pearson correlations - the hypothesised relationships 
Pearson correlations were calculated to investigate the relationships between 
independent and dependent variables reported in Table 5.7 above.  It was 
hypothesised that all these variables were positively related.  Table 5.7 reports on the 
relationships between the independent variables and effectiveness in service, financial 
and social impact (ESFSO), and on the relationships between the independent 
variables and effectiveness as a learning organisation (ELO). 
Table 5.7: The hypothesised relationships – the empirical results 
 
Effectiveness in service, 
financial and social 
impact 
(ESFSO) 
Effectiveness as a 
learning organisation 
(ELO) 
Effectiveness in service, 
financial and social 
impact 
(ESFSO) 
1.00 0.46 
Effectiveness as a 
learning organisation 
(ELO) 
0.46 1.00 
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Table 5.7: The hypothesised relationships – the empirical results (continued) 
 
Effectiveness in 
service, financial 
and social impact 
(ESFSO) 
Effectiveness as a 
learning organisation 
(ELO) 
Re-investment in buildings and 
equipment 
(REBE) 
-0.04 -0.10 
Re-investment in capital goods 
and information technology 
(RECIT) 
-0.12 -0.06 
Environmental factors 
(ENVF) 
-0.09 0.17 
Competitive 
characteristics 
(COMPC) 
0.21 0.68 
First-mover 
competitiveness 
(FIRST) 
-0.04 0.18 
Operational independence 
(OPERI) 
 
0.18 
0.21 
Note: Correlations indicated in bold are significant at p < 0.05 and indicated in 
bold. 
5.2.3.1 The determinants of effectiveness in terms of service, financial and 
social impact (ESFSO) 
The empirical results (Table 5.7) show that none of the above-mentioned variables 
(re-investment in buildings and equipment environment, re-investment in IT and 
electronic communication, environmental factors, first-mover competitiveness, 
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competitive characteristics, and operational independence)  were significantly related 
to the effectiveness of professional organisations in terms of their service, financial 
and social impact (ESFSO), except being effective as a learning organisation (ELO) (r 
= 0.46. p < 0.05).  These empirical results do not support the hypotheses H2, H5 and 
H11 that were formulated in section 2.9 and Figure 2.5 in Chapter 2. 
The empirical results however show a significantly positive relationship (r = 0.46, p < 
0.05) with effectiveness as a learning organisation.  This means, that for a professional 
association to be effective in providing the desired client service and having a financial 
and social impact, it must be a learning organisation.  In other words, if a professional 
association continuously strives to learn and improve by conducting research that 
benefits the association itself, its members, its sector and its country will also benefit. 
Such a learning organisation also studies international trends and future needs.  
The empirical results also reveal that professional associations are not made more 
effective, in terms of service, financial and social impact, by re-investment in capital 
goods and information technology and re-investment in buildings and equipment. In 
other words, the empirical results did not support hypothesis H8 (see Figure 2.5 in 
Chapter 2).  This could be interpreted that generally sufficient levels of this 
infrastructure and human resource development are existing in these associations, 
while individual needs might still exist. 
The empirical results also show that generally environmental factors, such as crime, 
cultural differences, political uncertainty, labour strikes, corruption, unemployment, 
interest rates and inflation, do not influence the organisational effectiveness of 
professional associations in terms of service, financial and social impact.  The 
hypothesis H2 is therefore not supported.  It appears that the respondents saw them 
as external or macro-environmental variables which have no direct bearing on the 
services their associations render and the financial and social impact they have. 
The empirical results further indicate that being the first and largest professional 
association in a particular field does not have an influence on organisational 
effectiveness in terms of service, financial and social impact.  This finding therefore 
did not lend support to the hypothesis H5 (see Figure 2.5 in Chapter 2).    
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Finally, the empirical results show that operational independence has no influence on 
the effectiveness of professional associations in terms of their service, financial and 
social impact (ESFSO). The hypothesis H11 was therefore not supported by this 
result.  The empirical results however mean that maintaining independence between 
strategy and operations and having sufficient independence between the board of 
directors and operations do not contribute to the effectiveness of associations in terms 
of their service, financial and social impact.  
5.2.3.2 The determinants of effectiveness as a learning organisation (ELO) 
The empirical results indicate that that none of the independent variables significantly 
influence the effectiveness of professional associations as learning organisations 
(ELO), except their competitive characteristics and their effectiveness in service and 
financial and social impact (ESFSO).  This means, that the hypotheses H3, H9 and 
H12 (see Figure 2.5 in Chapter 2) were not supported by the empirical results. 
Table 5.7 further reveals that competitive characteristics are positively related (r = 
0.68, p < 0.05) to the effectiveness of professional associations as learning 
organisations. This result supports the alternative hypothesis H6 (see Figure 2.5 in 
Chapter 2). It means the stronger the association’s competitive characteristics the 
better it performs as a learning organisation.  These competitive characteristics include 
the relative position that a professional association holds in terms of membership 
growth, service levels, influence on government, etc. unique services its develops for 
its members; the extent to which the association is protected against imitation of its 
resources and skills; what competitive advantages the association has over its 
competitors; and how highly the association’s credibility considered compared to other 
professional associations.  
The empirical results also show that ESFSO and ELO are positively related (r = 0.46, 
p < 0.05). This means that when a professional body is effective in providing client 
service and when it has a financial and social impact on its members, such a body will 
be seen as a strong learning organisation.  It also means that success in client service, 
as evidenced in financial and social impact on members will drive learning organisation 
principles and practices in these professional associations. 
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The empirical results also reveal that professional associations are not made more 
effective, in terms of being a learning organisation, by re-investment in capital goods 
and information technology, re-investment in education and training, and re-
investment in buildings and equipment.  This could be interpreted that generally 
sufficient levels of this infrastructure and human resource development are existing in 
these associations, while individual needs might still exist. 
The empirical results also show that generally environmental factors, such as crime, 
cultural differences, political uncertainty, labour strikes, corruption, unemployment, 
interest rates and inflation, do not influence the organisational effectiveness of 
professional associations as learning organisations.  It appears that the respondents 
saw them as external or macro-environmental variables which have no direct bearing 
on their associations as learning organisations. 
The empirical results further indicate that being the first and largest professional 
association in a particular field does not have an influence on organisational 
effectiveness in terms of being a learning organisation.  Again, this finding does 
support the literature, which essentially says that competitive advantage is a function 
of industry conditions and technology utilised (Lee, 2011).  Hence, the results indicate 
that an associations’ effectiveness is not associated with it being the first or largest 
association in a sector, and that smaller or subsequent associations, may very well be 
more effective than the first or largest.  This finding thus nullifies any perceptions about 
first or largest associations, being the most effective. 
Finally, the empirical results show that operational independence has no influence on 
the effectiveness of professional associations in terms of them being learning 
organisations.  This means that maintaining independence between strategy and 
operations and having sufficient independence between the board of directors and 
operations do not make them better learning organisations.  The descriptive results 
however, indicate that many respondents felt that Governance was impeded by no 
division between strategy and operations, and that this influences effectiveness.  The 
findings do not support this, hence the impact of this may be felt in other areas, but 
not in effectiveness of an association in terms of being a learning organisation. 
However, Governance challenges may very well impact on other areas, not measured 
in this study.   
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5.2.3.3 The determinants of growing full membership 
Pearson correlations were calculated to investigate the relationships between full 
membership and the other latent variables.  The results are reported in Table 5.8. 
Table 5.8: First set of correlates of organisational effectiveness 
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Number of Full 
Members 
0.17 0.37 -0.27 -0.31 0.09 0.36 0.44 0.14 
Note: Correlations indicated in bold are significant at p < 0.05 and indicated in 
bold. 
ESFSO = effectiveness in service, financial and social impact; ELO = 
effectiveness as a learning organisation; REBE = Re-investment in buildings 
and equipment; RECIT = re-investment in capital goods and information 
technology; EVF = Environmental factors; COMPC = Competitive 
characteristics; FIRST = First-mover competitiveness; OPERI: Operational 
independence. 
Table 5.8 indicates that having full members is positively related to the effectiveness 
in being the first and largest professional association (r = 0.36, p < 0.05) and the 
association’s competitive characteristics (r = 0.44, p < 0.05).  These results supported 
the hypothesis H4, that characteristics that strengthen a PA’s competitive position 
would increase its membership growth (see Figure 2.5 in Chapter 2).  It means that 
PAs should extensively focus on their first-mover status in their marketing campaigns 
to increase their full membership. 
These results also suggest that competitive characteristics such as the following would 
increase full membership of PAs: 
 The relative position that a professional association holds in terms of 
membership growth; service levels the PA is delivering; 
 the influence it has on government policies and actions; unique services it is 
developing for its members; 
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 the extent to which the association is protecting itself against imitation of its 
resources and skills; 
 clear competitive advantages the association has over its competitors and 
 how highly the association’s credibility is compared to other professional 
associations. 
Table 5.8 further reveals that effectiveness as a learning organisation is also positively 
(r = 0.37, p < 0.05) related to membership growth.  This means that PAs who strive to 
be learning organisations by doing the following, will attract more full members: 
 continuously striving to learn and improve by conducting research that benefits 
the association itself, its members, its sector and its country will also benefit; 
and 
 continuously studying international trends and future needs of members. 
The empirical results show that effectiveness in service, financial and social impact; 
re-investment in buildings and equipment; re-investment in capital goods and 
information technology; environmental factors; and operational independence are not 
related to membership growth.  The hypotheses H1, 7 and 10 (see Figure 2.5 in 
Chapter 2) are therefore not supported by these empirical results.  It means that PAs 
ought not to invest too much effort in these independent variables if the aim is to 
increase full membership. 
5.2.4 Pearson correlations – additional analyses 
As there was such a lack of rigorous quantitative studies on professional associations 
in South Africa, it was decided to conduct additional analyses of the data of this study.  
This study was deemed an appropriate opportunity to obtain as much knowledge 
about organisational effectiveness in South African PAs as possible.  Firstly, Pearson 
correlations were calculated to investigate the relationships between the two 
organisational effectiveness latent variables, effectiveness in service, financial and 
social impact (ESFSO) and effectiveness as a learning organisation (ELO), on the one 
hand, and selected one-item measures of interest, on the other hand. Secondly, 
Pearson correlations were calculated between membership growth and its 
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consequences.  The empirical results of these analyses are reported in Tables 5.9 and 
5.10. 
5.2.4.1 Additional determinants of effectiveness in service, financial and 
social impact and effectiveness as a learning organisation 
Table 5.9 shows that none of the independent variables were related to the 
effectiveness of professional associations as learning organisations, except for access 
to advertisement income or resources (r = 0.45, p < 0.05), access to income/resources 
from international organisations (r = 0.37, p < 0.05), conducting regular annual surveys 
on member satisfaction (r = 0.46, p < 0.05) and monitoring what other professional 
associations do (r = 0.46, p < 0.05).  These results indicate that professional 
associations will become better learning organisations if they implement the above-
mentioned results. 
Table 5.9 also reveals that none of these independent variables were significantly 
related to a PA’s effectiveness in service, financial and social impact (ESFSO).  This 
could be an indication that the PAs are not in the business of making money, but to 
deliver a service to their members, the society and economy.  Actions such as 
implementing the Balanced Score Card and King III; transforming the association; 
appointing a designated COO; and acquiring funding from private donors, advertisers, 
sponsors, government and international organisations, are not done to improve the 
services for financial and social impact, but rather for learning in order to be of benefit 
to its members and the professions they serve. 
Table 5.9: Additional correlates of organisational effectiveness 
 
Effectiveness in 
service, financial and 
social impact (ESFSO) 
Effectiveness as a 
learning 
organisation (ELO) 
Balanced Scorecard model -0.299615 -0.049224 
Transformation -0.092004  0.094788 
Designated COO -0.211086 -0.151311 
Private donations  0.322325  0.125402 
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Effectiveness in 
service, financial and 
social impact (ESFSO) 
Effectiveness as a 
learning 
organisation (ELO) 
Advertisements -0.059502 -0.450472 
Sponsorship  0.057848 -0.118339 
Government  0.078546 -0.261877 
International organisations  0.016870 -0.375165 
Regular Satisfaction surveys -0.374166 -0.458578 
Monitoring -0.187083 -0.458578 
King III  0.000000 -0.176052 
Note: Correlations indicated in bold are significant at p < 0.05 and indicated in 
bold. 
The above-mentioned assertion is supported by the empirical results in Table 5.9 
showing that some of these one-item variables correlated with being an effective 
learning organisation.  The empirical results show that access to advertisement 
income or resources (r = -0.45, p < 0.05), access to income/resources from 
international organisations (r = -0.37, p < 0.05), conducting regular annual surveys on 
member satisfaction (r = -0.46, p < 0.05) and monitoring what other professional 
associations do (r = -0.46, p < 0.05) were negatively related to effectiveness as a 
learning organisation. Although the correlations are shown as negative, they are 
actually positive, as the anchoring scale of these variables was negatively phrased 
(yes=1 and no=2), and therefore reverse scored. These results mean that being an 
effective learning organisation makes access to income from advertisers and 
international organisations easier.  These results also mean that effectiveness as a 
learning organisation is strengthened by regular membership satisfaction surveys, as 
PAs will be better informed about the expectations of members.  Finally, these results 
also imply that regular monitoring of what other PAs do provides PAs with the 
opportunities to benchmark and to learn from what competitors and peers are doing. 
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5.2.4.2 The outcomes of membership growth in professional associations 
To increase the membership of professional associations is an important objective of 
these associations. The present study also deemed it important to investigate what 
the outcomes would be of having more full members in a professional association. 
The number of full-time members was stated as the independent variable, while the 
various outcomes were stated as the dependent variables.  Firstly, one-way analyses 
of variances (ANOVAs) were calculated to investigate whether different number 
categories of full membership were significantly different in terms of its outcomes.  
Secondly, Pearson correlations were calculated to investigate the relationships full 
membership and its outcome variables. The empirical results of these analyses are 
reported in Tables 5.10 and 5.11.  It appears that the empirical results have 
implications for recruitment of important staff, access to funds and staff turnover of 
PAs.       
Table 5.10: The outcomes of an increased number of full members: anova 
results 
INDEPENDENT VARIABLE:  NUMBER OF FULL MEMBERS 
DEPENDENT 
VARIABLE 
F P 
PARTIAL 
ETA-
SQUARED 
OBSERVED 
POWER 
(ALPHA=0.05) 
Designated COO 4.344 0.02 0.250 0.70 
Funding from private donations 4.000 0.01 0.435 0.89 
Funding from advertisements 2.844 0.03 0.353 0.75 
Funding from government 2.651 0.04 0.338 0.72 
Funding from international  
organisations  
3.000 0.03 0.366 0.77 
Staff turnover 52.433 0.00 0.909 1.00 
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Table 5.11: Outcomes of full membership - Pearson correlations 
DEPENDENT VARIABLES ANCHORING SCALES 
INDEPENDENT 
VARIABLE: 
NUMBER OF FULL-
TIME MEMBERS 
Designated COO Yes=1; No=2 -0.24 
Private donation income Yes=1; No=2 -0.42 
Advertising income Yes=1; No=2 -0.43 
Government funding received Yes=1; No=2 -0.55 
Funding from international 
funding 
Yes=1; No=2 -0.31 
Staff turnover 
Low=(0-3); 
High=(16+) 
0.68 
Note: All the correlations are significant at p < 0.05.  Anchoring scale for full 
membership: Low=1 (< 1 000) and High=9 (> 50 000) 
Recruiting important staff   
The empirical results (Table 5.10) reveal that a significant statistical and practical 
difference exists among permanent membership groups (independent variable) in 
terms of the existence of a designated chief operating officer (COO) (dependent 
variable).  Table 5.11 shows a negative correlation between these two variables, which   
means that professional associations with more full members (given its reversed 
anchoring scale) have a better chance of having a designated COO.  Having a 
designated COO, in other words important human resources, might enhance the 
operations and therefore services of professional organisations.  For this reason, 
professional associations should be encouraged to increase their full-time 
membership numbers. 
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Increased funding 
Table 5.10 shows a significant statistical and practical difference in permanent 
membership groups in terms of funding received from private donations, 
advertisements, government and international organisations.  Table 5.11 indicates 
that in all three cases the relationship between the number of full-time members (given 
its reversed anchoring scale) and the funding sources are negative.  This means, 
professional associations with more full members receive more funding from private 
donations, advertisements, government and international organisations.  Increased 
funding provides professional associations with better opportunities to be a learning 
organisation. This leads to more and enhanced services to the members of 
professional associations, which in turn could increase the association’s financial and 
social impact.  PAs should therefore always be encouraged to increase their 
membership. 
Staff turnover 
Table 5.10 revealed a significant statistical and practical difference in permanent 
membership groups as far as staff turnover is concerned.  Table 5.11 shows a positive 
correlation, which means that professional associations with more full members have 
more staff turnover.  More staff turnover means that more organisational knowledge 
and expertise are lost.  This should make professional associations more 
uncompetitive in terms of sustained and consistent service delivery.  It also means 
that the benefits of a learning organisation are also not secured unless programmes 
are in place to retain such benefits.  Replacing expertise, as in all organisations, would 
be a challenge to professional associations as well.  The finding therefore means that 
bigger professional associations (in terms of membership) should do more in retaining 
staff.    
5.3 CHAPTER SUMMARY  
In this chapter, the results of the multivariate analyses were reported and interpreted.  
These analyses included exploratory factor analyses to test the validity of the data and 
Pearson correlations and One-way ANOVAs to test the relationships among the latent 
variables in the study.  Three sets of Pearson correlations were calculated: (1) for the 
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relationships between latent variables, (2) for the relationships between the latent 
variables and membership growth variables and (3) for the relationships between the 
organisational effective latent variables and any other relevant variable on the 
questionnaire.  Where relevant the results were interpreted in terms of their support 
for the formulated hypotheses.  In Chapter 6, these results will be discussed in terms 
their managerial implications for professional associations. 
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CHAPTER 6 
SUMMARY, CONCLUSION AND RECOMMENDATIONS 
6.1 INTRODUCTION  
This Chapter will provide a summary of the various chapters, and summary of the 
findings of the study.  It will also list the limitations of the study and suggestions for 
future research.  
6.2 SUMMARY OF THE STUDY  
This study is comprised of the following six chapters:  
The study commenced with Chapter 1 in which an introduction and background of the 
study was provided, and the problem statement along with the research objectives 
was outlined.  The terminology and concepts used in the study were clarified.  A brief 
methodology was provided and thereafter the structure of the study was given.  
The literature review was covered in Chapter 2.  The literature review provided a 
source for extracting theory and definitions and aided the researcher in preparing the 
research questionnaire, grounded on the literature on the topic of effectiveness of 
South African professional associations 
Chapter 3 outlined the research design, the main research paradigms and a 
motivation of the selection of the qualitative research paradigm for this study. The 
population, sample and sampling procedure were highlighted.  The data collection 
methods were discussed in relation to secondary and primary research collection.   
Table 6.1 illustrates how the secondary objectives in this study were met.  
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Table 6.1: How secondary objectives were met 
SECONDARY OBJECTIVES 
HOW SECONDARY OBJECTIVES 
WERE MET 
To collect general demographic data about 
professional associations in South Africa. 
This has been achieved through the 
questionnaire, data collection and 
analyses undertaken in Chapters 3 
and 4. 
To qualitatively ascertain how professional 
associations define organisational 
effectiveness 
This has been achieved and 
discussed in Chapter 4. 
To obtain a self-assessment of 
organisational effectiveness by professional 
associations. 
This has been achieved and 
discussed in Chapter 4. 
To investigate how environmental factors 
influence the organisational effectiveness of 
professional associations. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate how competitive position 
influences the organisational effectiveness 
of professional associations 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate how re-investment in 
resources and skills influences the 
organisational effectiveness of professional 
associations 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate how re-investment in physical 
resources influences the organisational 
effectiveness of professional associations. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate how operational quality 
influences the organisational effectiveness 
of professional associations 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
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SECONDARY OBJECTIVES 
HOW SECONDARY OBJECTIVES 
WERE MET 
To investigate how finances and finance 
structuring influences the organisational 
effectiveness of professional associations. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate member satisfaction and 
services provided, affects professional 
associations and how this influences their 
organisational effectiveness. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate the organisational cultures 
that prevail in professional associations and 
how this influences their organisational 
effectiveness. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
To investigate how research undertaken by 
the associations, influences the 
organisational effectiveness of professional 
associations. 
This has been achieved and 
discussed in Chapter 2, 4, 5 and 6. 
Chapter 4 provides a descriptive analysis of the results of the questionnaire.  The 
demographic results, self-assessment of effectiveness and the various factors 
identified by the hypothetical model and tested by the questionnaire are presented and 
discussed. 
In Chapter 5, the results of the multivariate analysis undertaken of the results is 
presented and discussed, whilst looking at the validity and reliability of the data.  The 
Pearson Correlations were also presented and discussed, with respect to the 
hypothesised relationships of the variables. 
Chapter 6 provides a summary of the conclusions of the study, looks at how the 
secondary objectives were achieved and provides a summary of the results.  The 
contribution of this study is highlighted, and recommendations for future research 
areas to explore are made, after which a final conclusion of the chapter is provided.  
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6.3 SUMMARY OF THE RESULTS 
The following were the main findings of this study.  They are discussed in the following 
categories: (1) results from the qualitative questions, (2) results from the descriptive 
statistics, and (3) the results from the inferential statistics (Pearson correlations). 
6.3.1 Qualitative questions 
The most important findings that emerged from the qualitative data are discussed 
below: 
6.3.1.1 Defining effectiveness 
It is important within the study that a common understanding of the definition of 
effectiveness is applied, to ensure uniformity of ideas and solutions.  Most respondents 
defined organisational effectiveness as “doing the right thing”, “doing the right things 
well”, and “the degree to which objectives are achieved” and achieving objectives 
within “scarce resource allocation”; this could be seen as being very similar to some 
theoretical definitions.  This is aligned to the theory investigated in Chapter 2 where 
Fink, Jenks and Willets (1983) stated that the commonly accepted definition of 
effectiveness, is that it measures the degree of success by which organisational goals 
are achieved.  Reed (1991) expanded on this by defining efficiency as the attainment 
of a desired outcome or a goal with a minimum of effort, cost or waste.  The common 
theme of effectiveness with meagre resources, identified during the qualitative 
analysis is one that associations need to focus on. Prioritisation of objectives, and 
organisational plans to achieve these objectives, with available resources, financial, 
human and other, should be a special focus of associations’ boards.  Based upon the 
results, it is suggested that associations ensure that their strategic planning process 
includes the following key steps: 
 Vision and mission clearly identified, with set objectives and outputs; 
 aligned operational and financial plans; 
 defined and agreed performance management systems (PMS); 
 regular and defined performance reporting and monitoring; 
 risk and human resource plans, aligned to the strategy, and 
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 individual performance and reward systems. 
Whilst these steps can be expanded or divided, it is important that these be amended 
and integrated within the culture of the association.  This ensures transparency and 
accountability, from the board and operational team, of the association.  Whilst some 
associations may have all these in place, and even further governance and risk 
imperatives, association boards need to ensure accountability and implementation, 
else these imperatives become futile, and association effectiveness is compromised. 
6.3.1.2 Promoting a professional image 
The responses indicate that projecting a professional image to the public and 
promoting and developing professions, will lead to effective professionals.  This could 
be interpreted as developing the profession, holistically and wholly, along with 
association promotion.  This implies that where associations compete, that is where 
there is more than one association in a sector, sector promotion should be considered, 
and mechanisms of competing association cooperation should be enhanced, to 
develop the sector.  A sense of “co-opetition” that is cooperation with competition 
should be developed.  This will enhance the image of the profession and sector.  
Associations should include this focus in their strategies, and management should 
report on collaborations to improve the sector.  A positive spin off may be a reduction 
in destructive politics, which confuses the market.  A free market economy, where the 
public chooses their chosen professional, based upon the perceived advantages 
offered by association professionals, will enhance transparency and trust within the 
sector. Collaborations within associations, may also lead to mergers and 
consolidations of efforts, which further enhances public trust.  This will greatly improve 
economies of scale for associations, and their members.  This is aligned to Herman 
and Renz (2008) who found that increases in growth or size are not appropriate 
indicators of non-profit organisational effectiveness.  They also found that 
organisational responsiveness is strongly related to organisational effectiveness.  
Hence responsiveness to the market or sector should be fundamental foci of 
professional associations. 
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6.3.1.3 Funding models 
As indicated by Young (2006), financial health is critical to association’s sustainability.  
Limited funding is the biggest challenge for professional associations, as identified by 
respondents.  This can be interpreted as associations that operate under their member 
number financial breakeven, and who do not have any plans to achieve member 
number breakeven, will have funding and sustainability concerns. The financial ratio, 
breakeven, should be considered by associations, and growth and sustainability plans 
developed around it.  Chang and Tuckman (1996), indicate that a high level of revenue 
diversification was found to be associated with a stronger financial position.  Hence, 
associations should look at revenue diversification, as a key part of their strategic 
planning.  Non-member diversification plans should be prioritised, not only for 
sustainability, but also competitive advantage and value-add to members.  Where 
required, the sector may have to be developed, as part of growth and development 
plans.  Recommendations in this regard include value-added products and services 
that provide value to members, whilst adding revenue diversification to the 
associations.  Most professionals utilise similar services, for example travel, car-hire, 
and other concierge services.  These will not only add value to the members, but 
savings in this regard for members, may exceed individual association member fees, 
thereby gaining tremendous member goodwill.  Table 4.17 provides some respondent 
suggestions, although associations can survey their members, to determine what 
these needs are, and this may also prevent any later criticism in this regard. These 
include: 
 Providing a loyalty card program to members; 
 external business offerings (retail discounts, special offers, etc.); 
 internship programmes, bursaries and sponsorships; 
 market linkages to improve member business benefits; 
 risk management methodologies and training, and  
 salary surveys, job specifications and evaluations. 
Table 6.3 on page 196 shows that professional associations with more full members 
receive more funding from private donations, advertisements, government and 
international organisations.  Increased funding provides professional associations with 
better opportunities to be a learning organisation.  This leads to more and enhanced 
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services to the members of professional associations, which in turn could increase the 
association’s financial and social impact.  PAs should therefore always be encouraged 
to increase their membership to improve their access to funding.  
6.3.1.4 Governance 
The responses in Table 4.18 indicate that associations’ boards should ensure a high 
degree of business ethics, and compliance to fiduciary principles, whilst prioritising 
legislative requirements regarding professional quality and experience, through 
advocacy and lobbying.  This implies that association boards should ensure that 
governance is aligned to best practice and always places the needs of the association 
first.  This can be interpreted as assuming that association board members, and senior 
staff, know and practice governance, to ensure that it is adequately implemented.  
In this regard, it is recommended that Board Members and senior association staff 
have a sufficient level of competency with respect to corporate governance.  Many 
boards comprise sector experts, who may not have sufficient governance experience.  
This risk should be considered within risk management, and mitigation methods, like 
training considered.  In addition, lack of governance understanding, may complicate 
decision making, where decisions may be made based upon individual or faction 
imperatives, rather than associations’ strategies or interest.  It is likely that some board 
members may not willingly admit any shortcomings, with respect to governance 
competencies, hence strategy or policy in this regard, should be evidence-driven 
exemptions to training, or else training be compulsory in this regard.  Board and 
committee evaluations are also recommended, to ensure that governance is 
maintained and practiced.    
Table 6.3 reveals that implementing the Balanced Score Card and King III, 
transforming the association and appointing a designated COO are not significantly 
related to the effectiveness of PAs in service, social and financial impact.  It appears 
that these actions are done not to improve the services for financial and social impact 
(ESFSO), but rather for learning in order to be of benefit to its members and the 
professions they serve.  This argues well for PAs, as it reinforces the notion that PAs 
should serve their members, their professions and the society and should not pursue 
making money at all cost.  Driving the Balanced Score Card, King III, transformation 
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and key appointments such as a designated COO from a learning organisation angle 
could improve the governance of PAs. 
6.3.1.5 Association efficiency 
The respondents indicate that being able to do more with less, that is efficiency, was 
essential, and also ensuring that association staff members are multi-skilled, to ensure 
implementation of the association’s strategy.  This is aligned to the literature, where 
Kendall and Knapp (2000) include efficiency in their criteria of performance.  Hence, 
associations must ensure that they measure efficiency. 
As the literature suggests measurement must be SMART (specific, measurable, 
attainable, realistic and time-bound).  A performance measurement framework must 
be developed and adapted, to provide feedback to the board, in this regard.  The 
descriptive results indicate that 65.5% of associations do not use the balanced 
scorecard.  They may be utilising a different framework , however it is important that 
associations’ boards ensure that performance measured, is based upon relevant 
criteria, and not only financial performance. 
6.3.1.6 Transformation 
Respondents indicate that transformation within associations can be facilitated by 
having Transformation Committees in place, as well as the employment of 
representative groups and ensuring that organisational structures are sufficiently 
represented.  The descriptive results can be interpreted as indicating that whilst 
associations speak transformation, they do not practice it, in general.  This may be as 
a result of inherent policies or practices, based upon the past history of South Africa, 
which resulted in more white association members, than non-white members. It is 
recommended that transformation needs to be ingrained within the associations’ 
founding documents, and measurables need to be agreed upon, and delivery 
measured accordingly.  It is the responsibility of associations to redress this issue, by 
moving towards demographically representative member’s statistics.  This challenge 
requires focus and action, beyond the current rate of activity.  Once inroads are made, 
despite any deemed selfish resistance, the sector and country will benefit, by having 
more representative professionals, who can combat corruption and poor delivery.   
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Literature indicates that transformation leaders and management is what is required, 
and this may be an important first step for associations struggling in this regard.  The 
literature also indicates that score-based transformation, is actually slowing down 
transformation, with consequent polarisation of candidates.  Associations need to be 
cautious in this regard, and deal with transformation transparently, whilst addressing 
real concerns, with boldness and honesty.  Booysen (2007), in Table 2.12, provides 
some barriers that need to be considered in this regard. 
The impact of not addressing transformation is one that will remain, until addressed. 
If a culture of transformation is established within an association, concerns and 
barriers will be eliminated, and transformation becomes less notable, as an 
organisational risk. The sooner this occurs, the better for that association. 
6.3.1.7 Professional standards 
Respondents see the professional standard and competencies of its members, as a 
contributory factor in positively positioning their associations.  The confidence and 
integrity of professionals in any sector, cannot be compromised, and it is the duty of 
associations to continuously strive for improvement in this area. Improved and globally 
relevant standards improve delivery within the sector, and also improve the 
competitiveness of the sector and country. 
Associations in South Africa, who have SAQA recognition, will be vetted in this regard.  
Respondents have indicated some challenges in accreditation in this regard, and it is 
suggested that this be discussed with the SAQA, and relevant SETA.  Where required, 
collaboration with other associations may have to be sought, with the sector needs 
being placed first. 
It is unfortunate that some sectors do not have any international affiliations, nor do any 
international research.  This certainly will impact the quality of local standards 
negatively.  It is recommended that international affiliations and research be 
undertaken, and where funding may be a barrier in this regard, a strategy developed 
to mitigate this risk. 
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6.3.1.8 Communication with members 
The respondents seem to agree that improved communication with members will 
enhance operations.  Communication with members requires a committed 
communication strategy, specifically to internal and external stakeholders.  It should 
be measurable, and accountability in this regard, should be directly to the Board. 
Customer satisfaction surveys, as well as sector surveys, should be factored into risk 
management, and communication strategies. 
It is recommended that a Communication strategy, which may be included within a 
Marketing strategy, is developed and reported on.  Internal communications to 
members included journals, publications, electronic newsletters, and general 
communication. Poor communication with members may result in a lack of 
effectiveness, as members may not experience the services and value-add provided. 
In this regard, it is also recommended that a Client Care division/person is created. 
This is to ensure a central point for communication from members.  Customer 
Relationship Management (CRM) Tolls may assist and mitigate risks in this area, and 
should be investigated for utilisation.  Regular client satisfaction surveys, and even an 
annual client care index, which measures year-on-year ratings, should be factored into 
the Performance Management System (PMS).  Literature indicates that operations will 
be enhanced by the use of TQM, which measures members’ satisfaction. The ISO 
9001 system may provide a good basis for investigation. 
6.3.2 Results from the descriptive statistics  
The most important findings that emerged from the descriptive statistics are the 
following: 
 About 6.3% of the associations have experienced negative membership growth 
over the past five years.  Whilst this may be seen as a minority, it does indicate 
that some associations are losing members.  This is not a positive indicator, 
and it is suggested that negative member growth be investigated by 
associations.  The underlying causes may surface if a member survey is 
undertaken by these associations.  Modern survey software available on the 
internet helps greatly in this regard, and will certainly provide valuable inputs to 
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risk and strategic processes.  It is also recommended that management 
develop and initiate retention policies, to ensure that resignations of members 
are mitigated, by obtaining feedback, and proactively addressing concerns. 
 Disproportionately more White employees belong to professional associations, 
than the other population groups, highlighting issues of transformation. This 
may be due to entrance barriers created by past South African legislation for 
non-white professionals, and may also be due to current preference by non-
white professionals to form and join their own associations. This was also 
highlighted in the qualitative results, and is discussed above. 
 As far as factors affecting their associations’ effectiveness, the respondents 
rate the organisational environment, employee performance, organisational 
culture and managerial expertise as leading factors affecting their association 
effectiveness.  These factors can be interpreted as comprising the organisation 
culture of the association, as identified by Malik et al (2011).  It is recommended 
that organisational culture, using its identified and relevant components, be 
included in the association performance management system. Regular staff 
satisfaction surveys can also be a useful indicator, for Boards to measure 
management performance.  Recruitment and talent selection, from the 
literature research, is paramount to organisational effectiveness, and this must 
also be measured and monitored. 
  At least 62. 4 percent of the respondents indicated that they often or almost 
always, cooperate with other professional associations in their sector.  This was 
also discussed under the qualitative factors above.  Suffice to say that the 
sector needs must always be considered, within the strategy of the association. 
 Many associations indicate a large dependency on member subscriptions, 
whilst business sponsorship, or contributions, comprising the largest 
percentage of alternate revenue streams.  This was discussed under the 
qualitative factors identified above.  Alternate revenue streams, and revenue 
diversification, is important not only for association sustainability, but also for 
sectoral impact and effectiveness.  You ‘can do more, with more’, as an 
association. 
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 The results indicate that 22.6% of the associations never undertake any 
international trends and development research, whilst 50% of them never 
undertake any research into future development and needs.  This was 
discussed under the qualitative findings, and it is important that associations 
undertake research, not only for the benefit of the association, but also to grow 
and improve the sector.  This provides valuable inputs into organisational 
growth strategies, and boards do would well to ‘grow the cake, rather than the 
slice’. 
6.3.3 Results from the multivariate analyses 
Table 6.2 summarises the empirical results that emanated from the multivariate 
analyses.  Table 6.2 shows that most of the hypotheses were not supported by the 
empirical findings.  This indicates the necessity for further research on professional 
associations.   Only  two hypotheses were supported, namely that the competitive 
position of professional associations is positively related to their organisational 
effectiveness as measured by (1) membership growth and (2) being an effective 
learning organisation.  This study found that first-mover competitiveness in particular 
is significantly related to membership growth.  This study also found that other 
competitive characteristics, such as membership size in comparison with others PAs;  
service levels that a PA can achieve;  the influence that a PA has on government 
policies and actions; unique services that a PA can develop for its members; the extent 
to which a PA is protecting itself against imitation of its resources and skills; other clear 
competitive advantages a PA has over its competitors; and credibility a PA enjoys 
compared to other professional associations, are significantly related to the 
membership growth of such a PA, as well as its effectiveness as a learning 
organisation. 
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Table 6.2: Summary of support for hypotheses 
HYPOTHESIS DESCRIPTION 
EMPIRICAL 
RESULT 
HYPOTHESIS
SUPPORTED 
YES/NO? 
H1 
Favourable environmental 
factors are positively related 
to the organisational 
effectiveness (as measured 
by membership growth) of 
professional associations 
Environmental 
factors are not 
significantly 
related to 
membership 
growth 
No 
H2 
Favourable environmental 
factors are positively related 
to the organisational 
effectiveness (as measured 
by services, social and 
financial impact) of 
professional associations 
Environmental 
factors are not  
significantly 
related to ESFSO 
No 
H3 
Favourable environmental 
factors are positively related 
to the organisational 
effectiveness (as measured 
by being a learning 
organisation) of professional 
associations 
Environmental 
factors are not 
significantly 
related to ELO 
No 
H4 
Competitive position is 
positively related to the 
organisational effectiveness 
(as measured by 
membership growth) of 
professional associations 
First-mover 
competitiveness 
and other 
competitive 
characteristics are 
significantly 
related to  
membership 
growth 
Yes 
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HYPOTHESIS DESCRIPTION 
EMPIRICAL 
RESULT 
HYPOTHESIS
SUPPORTED 
YES/NO? 
H5 
Competitive position is 
positively related to the 
organisational effectiveness 
(as measured by services, 
social and financial impact) 
of professional associations 
First-mover 
competitiveness 
and competitive 
characteristics are 
not significantly 
related to ESFSO 
No 
H6 
Competitive position is 
positively related to the 
organisational effectiveness 
(as measured by being a 
learning organisation) of 
professional associations 
Competitive 
characteristics are 
significantly 
related to ELO 
Yes 
H7 
Re-investment in resources 
and skills is positively 
related to the organisational 
effectiveness (as measured 
by membership growth) of 
professional associations 
Re-investment in 
capital goods, 
information 
technology, 
buildings and 
equipment is not 
significantly 
related to 
membership 
growth 
No 
H8 
Re-investment in resources 
and skills is positively 
related to the organisational 
effectiveness (as measured 
by services, social and 
financial impact) of 
professional associations 
Re-investment in 
capital goods, 
information 
technology, 
buildings and 
equipment.is not 
significantly 
related to ESFSO 
No 
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HYPOTHESIS DESCRIPTION 
EMPIRICAL 
RESULT 
HYPOTHESIS
SUPPORTED 
YES/NO? 
H9 
Re-investment in resources 
and skills is positively 
related to the organisational 
effectiveness (as measured 
by being a learning 
organisation) of professional 
associations 
Re-investment in 
in capital goods, 
information 
technology, 
buildings and 
equipment is not 
significantly 
related to ELO 
No 
H10 
Operational quality is 
positively related to the 
organisational effectiveness 
(as measured by 
membership growth) of 
professional associations 
Re-investment in 
capital goods, 
information 
technology, 
buildings and 
equipment is not 
significantly 
related to 
membership 
growth 
No 
H11 
Operational quality is 
positively related to the 
organisational effectiveness 
(as measured by services, 
social and financial impact) 
of professional associations 
Operational 
independence is  
not significantly 
related to EFSO 
No 
H12 
Operational quality is 
positively related to the 
organisational effectiveness 
(as measured by being a 
learning organisation) of 
professional associations 
Operational 
independence is 
not significantly 
related to ELO 
No 
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Table 6.3: Summary of results from additional statistical analyses 
NR. EMPIRICAL RESULTS 
1 ELO is positively related to ESFSO (r = 0.46. p < 0.05) 
2 ELO is positively related to membership growth (r = 0.37, p < 0.05) 
3 
ELO is positively related to: 
 access to advertisement income or resources (r = 0.45, p < 0.05) 
 access to income/resources from international organisations (r = 0.37, 
p < 0.05) 
 conducting regular annual surveys on member satisfaction (r = 0.46, p 
< 0.05) 
 monitoring other professional associations do (r = 0.46, p < 0.05). 
4 
ESFSO is not significantly related to actions such as: 
 implementing the Balanced Score Card and King III 
 transforming the association 
 appointing a designated COO 
 accessing funding from private donors, advertisers, sponsors, 
government and international organisations. 
These actions are therefore not done to improve the services for financial 
and social impact (ESFSO), but rather for learning in order to be of benefit to 
its members and the professions they serve. 
5 
Full membership is positively (re-coded) related to having a designated 
COO.  Having a designated COO, in other words important human 
resources, might enhance the operations and therefore services of 
professional organisations.   
6 
Full membership is positively (re-coded) related to accessing funding from 
private donations, advertisements, government and international 
organisations. Professional associations with more full members are 
therefore more inclined to receive funds from these sources.  
7 
Full membership is positively related to staff turnover.  Professional 
associations with more full members have more staff resigning from the 
association. 
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Due to the lack of research on professional associations in South Africa and seemingly 
worldwide, more in-depth additional statistical analyses were conducted on the data 
of this study.  The results of these analyses are summarised in Table 6.3. The findings 
in Tables 6.2 and 6.3 are discussed below. 
The most important findings that emerged from the multivariate analyses are the 
following: 
6.3.3.1 The importance of being a learning organisation 
Being a learning organisation emerged as the most important measure of 
effectiveness for professional associations.  The most important finding of this study 
is that being an effective learning organisation (ELO) is an important indicator of a 
PA’s organisational effectiveness.  To be an ELO means that the PA should 
continuously strive to learn and improve by conducting research that benefits the 
association itself, its members, its sector and its country.  It is therefore important that 
PAs focus their efforts on becoming effective learning organisations by planning and 
directing their resources on achieving this objective.  It means that PAs must employ 
or contract in intellectual resources that would enable them to stay at the cutting-edge 
of services that their members and clients want.  This would require PAs to ensure 
that they have the continuous services of high calibre researchers.     
The empirical results (see Table 6.3) revealed that being effective learning 
organisations increases the chances of PAs to attract funds from advertisers and 
international organisations.  This is an indication to managers of PAs that their 
associations should put a lot of effort into organisations of learning on behalf of their 
members and professions they are serving.  PAs should therefore invest a lot of effort, 
time and money in being in the forefront of discovering and providing new knowledge, 
skills and competencies to their members.  Table 6.3 concurs with this assertion by 
confirming that PAs who conduct regular surveys on member satisfaction and monitor 
what other professional associations do (in other words, environmental scanning and 
benchmarking) tend to be successful learning organisations. 
Table 6.3 also shows that PAs as effective learning organisations (ELO) can be 
assured of service, social and financial impact (ESFSO) as well as membership 
growth.  In other words, ELO as a measure of organisational effectiveness in PAs 
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drives the other two measures of effectiveness in PAs, namely ESFSO and 
membership growth.  This is of particular importance in the context of growth  in a PA’s 
membership, as the latter has many positive outcomes such as increased access to 
funding and the appointment of key human resources (such as a COO for example). 
Table 6.2, hypothesis H6, reveals that competitive characteristics (stronger position 
compared to competitors; developed or introduced unique services; protected against 
imitation of resources and skills; legislative protection of resources and skills; 
credibility of the professional body) shows the strongest correlation (r = 0.68, p < 0.05) 
with ELO.  This means a strong positive movement in ELO could lead to strong positive 
movement in the above-mentioned competitive characteristics.  This assertion 
strengthens the assertion of being an effective learning organisation could be the most 
important measure of a PA’s organisational effectiveness.  According to this assertion, 
a PA as an effective learning organisation, will be able, in addition to the positive 
outcomes discussed in the previous paragraph, strengthen its competitive position 
compared to competitors; develop unique services for its members; protect itself 
against imitation of resources and skills; and increase its credibility as PA. 
6.3.3.2 Membership growth 
Firstly, the empirical results showed that membership growth and effectiveness as a 
learning organisation are strongly correlated (r = 0.50, p < 0.05).  This means that 
increasing the full membership of PAs can increase their effectiveness as learning 
organisations.  Managers of PAs should therefore pursue membership drives by 
highlighting the learning benefits their PAs provide to members.   
The empirical results (see Table 6.2, hypothesis H4) showed that first-mover 
competitiveness is significantly related to membership growth.  This is an indication to 
managers in PAs to highlight this competitive characteristic in their marketing 
campaigns to attract members.  It also means that managers must always try to ensure 
that their PAs are the first-movers in products and services they deliver to their 
members.  
Table 6.2 also indicates that other competitive characteristics, such as membership 
size in comparison with others PAs;  service levels that PAs can achieve; the influence 
that PAs have on government policies and actions; unique services that  PAs can 
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develop for their members; the extent to which PAs are protecting themselves against 
imitation of their resources and skills; other clear competitive advantages PAs have 
over their competitors; and credibility PAs enjoy compared to other professional 
associations, are significantly related to the membership growth of such PAs.  This 
indicates to managers of PAs that implementing the above will increase full 
membership in their PAs.  These results however also suggest that increased 
membership will enable PAs to achieve these competitive characteristics.  Managers 
of PAs should therefore continuously endeavour to increase its full membership. 
6.3.3.3 Service, financial and social impact  
Effective in service, financial and social impact (ESFSO) performed the poorest as a 
measure of the organisational effectiveness of PAs. None of the determinants of 
ESFSO hypothesised in Table 6.2 above, H2, H5, H8 and H11, were significantly 
related to ESFSO.  It appears that none of the actions that PAs do, such as driving 
competitive advantage characteristics, investing in resources and capital goods and 
improving operational quality, are directed at achieving organisational effectiveness 
through better client service, financial impact and social impact.  Similarly Table 6.3 
shows that ESFSO is not significantly related to actions such as implementing the 
Balanced Score Card and King III, transforming the association, appointing a 
designated COO, and accessing funding from private donors, advertisers, sponsors, 
government and international organisations.  This confirms the notion that PAs exist 
to serve their professions through being learning organisations and in so-doing provide 
professional development to members through education or training, facilitating and 
disseminating research into the profession or industry, or to provide industry and/or 
professional representation to government (Kloss, 1999).  This notion is reinforced by 
the empirical finding of the present study that ELO is positively related to ESFSO (r = 
0.46. p < 0.05). Through being effective learning organisations, PAs endeavour to 
make a financial and social impact. 
Professional associations must however heed the warning of Greenwood, Suddaby 
and Hinings (2002) that these organisations are often seen as “agents of reproduction 
rather than of change”.  PAs should therefore be concerned about the quality of their 
client service and the financial and social impact they have.  Table 4.2, Chapter 4, 
shows that 68.8% of the respondents believed that their PAs were slightly to 
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moderately effective, while 18.8% believed that they were very effective in rendering 
client service.  Table 4.2 also revealed that 71.9% of the respondents believed that 
their PAs were slightly to moderately effective in having a financial impact, while 15.6% 
believed that they were very effective in having a financial impact.  About sixty-five 
(64.5) percent of the respondents believed that their PAs were slightly to moderately 
effective in having a social impact, while 16.1% believed that they were very effective 
in having a social impact.  These statistics reveal that PAs are modest in how effective 
their quality of client service is and what financial and social impact these have.  This 
therefore appears to be an area that requires more focus by PAs. It is also therefore 
an area that requires more research.     
6.3.3.4 The importance of competitive characteristics 
Table 6.2 shows that competitive characteristics are significant determinants of the 
effectiveness of PAs as learning organisations (ELO) and of their membership growth.  
The fact that this variable, competitive characteristics, is an antecedent to two 
measures of organisational effectiveness (ELO and membership growth), makes it one 
of the two most important determinants of organisational effectiveness in PAs (the 
other one being access to funding).  The competitive characteristics include first-mover 
advantage, membership size, service levels that a PA can achieve, the influence that 
a PA has on government policies and actions, unique services that a PA can develop 
for its members; the extent to which a PA is protecting itself against imitation of its 
resources, other clear competitive advantages a PA might have over its competitors, 
and the credibility a PAs might enjoy.  This result indicates to managers of PAs that 
these characteristics should be used in all efforts of PAs to building themselves in 
relevant drivers of growth in South African society and the economy.  
6.3.3.5 Access to funding 
Table 6.3 indicates that being an effective learning organisation (ELO) is significantly 
related to access to funding from advertisements and international organisations, while 
membership growth is significantly related to access to funding from private donations, 
advertisements, government and international organisations.  This is an indication to 
managers of PAs that by making their PAs effective learning organisations, they would 
be able to attract more funding from advertisers and international organisations.  PAs 
that therefore are seen to engage in continuous research to benefit their professions, 
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its sectors and its country will have more access to funding from advertisers and 
international organisations. 
The empirical results also suggest that PAs that responsibly drive their full 
membership will also have success in accessing funding from private donations, 
advertisements, government and international organisations.  More funding will also 
enable PAs to do more for their members. PA managers are therefore encouraged to 
continuously strive to increase their full members.  The empirical results of this study 
suggest that being an effective learning organisation is one effective way of driving full 
membership growth. 
6.3.3.6 The importance of environmental scanning and benchmarking 
According to Table 6.3, ELO is significantly and positively related to conducting regular 
annual surveys on member satisfaction (r = 0.46, p < 0.05) and monitoring what other 
professional associations do (r = 0.46, p < 0.05).  These results are indicative of the 
importance of environmental scanning and benchmarking for PA’s, as should be the 
case in any other organisation. 
The empirical results suggest that important ways for PAs to become effective 
organisations are staying abreast on what their members and professions want and to 
learn from what their peers do.  This would enable PA managers to avoid re-inventing 
the wheel when doing things. Environmental scanning and benchmarking also enable 
PA managers to identify gaps in their operations and to improve on strengths of 
competitors when developing new products and services. 
6.4 CONTRIBUTION OF THE STUDY  
South African professional associations, whilst similar in many regards to international 
professional associations, have a number of challenges that are a result of the unique 
history and diversity of this great country.  Hence, attempts to resolve some of these 
challenges result in some diversion from international theory and practice.  However 
there is still much to learn from both developing and developed countries’ professional 
associations.   This research has made several contributions especially to the body of 
knowledge on effectiveness of South African professional associations globally.  The 
contributions made include the following: 
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 Contributed to the body of knowledge, by collecting and analysing quantitative 
and qualitative research on South African professional associations; 
 provided some recommendations to improve the effectiveness of South African 
professional associations, including a framework to do so (see Figure 6.1 on 
page 205); 
 provided guidance  on strategic and operational priorities to professional 
association staff, which may impact future organisational strategy positively and 
 assisted in enabling professional associations’ to raise their level of 
effectiveness, and thereby assisting professionals to be more effective in their 
individual roles. 
The results and sections of the thesis will be shared amongst numerous associations, 
directly, and via association forums.  The researcher will present and discuss the 
results with association seniors and boards, as well as prepare articles to be 
distributed to associations’ members.  The results will directly influence the 
organisational strategy and operational plans of the association that the researcher is 
currently heading, as well as influence any other associations, that the researcher 
directly works with. 
The present study has produced an important framework for the achievement of 
organisational effectiveness in professional organisations.  Based on the empirical 
results of the study, the following framework for the improvement of organisational 
effectiveness of professional associations in South Africa is recommended.  The 
framework is graphically depicted in Figure 6.1. 
The framework recommends that certain activities (determinants) be performed to 
increase organisational effectiveness (as measured by full-time membership, effective 
learning organisation principles and effective service, financial and social impact).  
Organisational effectiveness will lead to certain desirable outcomes, such increased 
access to funding opportunities and the recruitment of important human resources. 
Determinants: 
The framework recommends that professional associations improve their competitive 
characteristics.  These include: the relative position that a professional association 
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holds in terms of membership growth, service levels, influence on government, 
etcetera; unique services it develops for its members; the extent to which the 
association is protected against imitation of its resources and skills; what competitive 
advantages the association has over its competitors; and how highly the association’s 
credibility considered compared to other professional associations.     
Secondly, the framework recommends that professional associations conduct regular 
member satisfaction surveys.  This is important to ascertain whether the 
associations are adhering to the expectations of their members.  Surveys will also alert 
professional associations to the changing needs of members and their professions. 
 
Figure 6.1: Framework to improve the organisational effectiveness of 
professional associations.   
Source: Researcher’s own construction 
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Finally, the framework recommends that professional associations monitor what 
other professional associations are doing.  It is important that organisations 
benchmark themselves against what other associations do.  This keeps them on the 
cutting-edge of new developments and exposes them to novel ideas to improve the 
quantity and quality of services to their members.  
Organisational effectiveness: 
The framework identified being a learning organisation as the main indicator of 
organisational effectiveness in professional associations.  This means that the 
organisation must continuously try to learn and improve by conducting research that 
benefits their operations and their members.  Such research should focus on 
international and local trends and developments with regard to the needs of members 
and their professions.  Such research should also be driven by the seeking of benefits 
for the sectors in which the professional associations are operating as well as the 
country as a whole. 
Secondly, the framework defines effectiveness in terms of how many full-time 
members professional associations have.  The empirical results showed that 
increased full-time membership contributes to professional associations being 
effective learning organisations.  More full-time members also increase the size of the 
organisation, which facilitates the attraction of key human resources and funding 
opportunities to professional associations. 
Thirdly, the framework measured organisational effectiveness in professional 
associations as the latter’s’ effectiveness in service, financial and social impact 
(ESFSO).  The empirical results revealed that the respondents’ perceptions about their 
ESFSO are not related to any variable measured in this study, except being a learning 
organisation.  In other words, professional associations would only ensure their 
service, financial and social impact by being effective learning organisations. The 
framework therefore recommends that professional associations pursue their service, 
financial and social impact through the principles of learning organisations. 
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Outcomes: 
The framework suggests that professional associations would secure the following 
important outcomes: increased funding opportunities and the recruitment of 
important human resources.  These outcomes to a large extent determine what 
professional associations can offer to their members, professions and the country as 
a whole.  The empirical results showed that increased funding influences professional 
associations as learning organisations.  The results also showed that the main 
determinant of funding attraction and the other important outcomes was increased 
numbers of full members.  It is therefore recommended that professional associations 
primarily pursue learning organisation effectiveness and more full members in order 
to achieve these outcomes. 
6.5 LIMITATIONS OF THE STUDY  
The following limitations were experienced during the completion of the research 
study: 
 Quantitative studies on professional associations in South Africa and even 
internationally were limited.  The present study has therefore done much to 
address this limitation. 
 Only professional associations recognised by SAQA were surveyed.  There 
may therefore be other professional associations that could have provided 
valuable information had they been part of this study. 
 All SAQA recognised professional bodies were approached, however many did 
not respond to invitations to participate in the study, or the request was met with 
resistance.  The size of the sample used in the present study was therefore 
small and the research findings cannot be generalised to the entire population 
of professional associations.  However, the respondents included very senior 
officials of professional associations, including chief executive officers, board 
chairpersons and executive directors.  This provided credibility to the research 
findings. 
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 Access to the client databases was refused by requested professional 
associations so clients/members could not as originally planned participate in 
a quantitative study. 
 Finally, views and opinions expressed by respondents are provided based upon 
their expert opinions, but this may also contain bias and influence. 
Despite these limitations, the study made an important contribution to the body of 
knowledge on professional associations, particularly the framework to increase 
organisational effectiveness in these organisations.  The framework highlighted key 
concepts and activities in this regard, such as environmental scanning and 
benchmarking; the implementation of learning organisation principles and actions in 
the context of professional associations; how to grow full membership; how to improve 
client service that has a financial and social impact; how to improve access to funding; 
and how to recruit key human resources.  
6.6 RECOMMENDATIONS FOR FUTURE RESEARCH 
Due to the lack of research on professional associations in South Africa and 
internationally, no existing instruments could be found to measure the independent 
and dependent variables investigated in this study.  The questionnaire constructed for 
this study therefore included many questions to capture diverse areas of interest. It 
was also necessary to construct measuring instruments that fitted the nature of 
professional associations.  Exploratory factor analyses were used to reduce data and 
to detect structure that informed the creation of variables. 
Now that valid and reliable measuring instruments had been constructed, it is 
recommended that these instruments be improved by adding important and relevant 
measuring items to them.  It is also recommended that this study, with the use of these 
improved measuring instruments, be replicated on a larger sample of professional 
associations in South Africa. Opportunities should also be explored to replicate this 
study or conduct more studies in other countries.  
Many variables, such as transformation for example, were measured with single 
questions, as opposed to latent variables.  Richer information could have been 
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achieved if these variables were captured as latent variables.  It is therefore 
recommended that variables, such as transformation, operational quality and 
governance, in future studies be measured as latent variables, in order to test their 
relationships to organisational effectiveness of professional associations. 
The impact of multiple associations serving a single sector, has not been explored in 
this study. It would appear to distort and confuse the market, with the public ultimately 
paying for this confusion. Whilst sector diversification may benefit professionals in 
distinct areas of expertise, a lack of adequate legislation may lead to a proliferation of 
associations, and resulting public confusion and differing standards. A study on the 
impact and effectiveness of multiple associations serving a single sector, may assist 
in this regard. 
The present study did not focus on the following two areas: engagement and 
communication with stakeholders within professional associations and the levels of 
client satisfaction experienced by professional association members.  It is important 
that future studies include these focus areas. 
6.7 CONCLUSION  
Professional associations play a pivotal role in the control and development of 
professionals in South Africa.  The various legislations, or lack thereof, do provide 
guidance on how best to achieve this, however this does not apply holistically.  There 
are many professional associations, who still operate as “old boys clubs’ and not as 
proper or quasi-business organisations that must deliver products and services to their 
internal and external clients. 
Without the will to change, or accept change, these professional organisations might 
not be operating effectively, as they might not be operating according to best practice.  
This affects not only the professionals in that sector, but the sector itself. The will to 
change, is sometimes hampered only by a lack of guidance or information. It is hoped 
that the present study has succeeded in providing some of this much needed guidance 
and information. 
200 
 
 
Despite the important findings produced by this study, caution needs to be exercised 
with regard to the generalisability of the empirical results.  The convenience sample of 
32 participants from 25 out of the 48 registered PA’s in South Africa does not allow 
generalisation to all potential participants in all 48 PA’s.  The seniority in terms of 
leadership level of the participants however provides high-level insights in issues of 
organisational effectiveness in PA’s.  To increase the generalisability of the findings to 
other PA’s and participants, it is recommended that the study be replicated on a bigger 
sample of PA’s and participants. 
Based on its empirical results, the study asserts that the organisational effectiveness 
of professional associations is assessed by the extent to which they perform as 
effective learning organisations, increase their membership and provide services that 
have a financial and social impact in the industries and communities in which they 
operate. By doing so, professional organisations will attract more funding and create 
opportunities to develop their human resources which will assist them in becoming 
even better learning organisations and providing impactful financial and social 
services. Finally, to achieve effectiveness as a learning organisation, professional 
organisations must enhance their competitive characteristics (excellent service, 
unique resources and skills, credibility, etcetera), monitor what other similar 
organisations do (for benchmarking and learning purposes) and stay abreast of the 
needs of their members through regular member satisfaction surveys.    
Vince Lombardi (2010) proclaims as follows: “Individual commitment to a group effort 
– that is what makes a team word, a company work, a society work, a civilisation work”.  
In the context this study, Lombardi’s proclamation could mean that professional 
associations should be groups of people who through continuous and diligent learning 
should be effective in helping companies, societies and the whole of humanity work.  
It is hoped that this study had made a contribution to this dream.                                                                         
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APPENDIX A: EFFECTIVENESS OF SOUTH AFRICAN PROFESSIONAL 
ASSOCIATIONS 
QUESTIONNAIRE 
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STRATEGIES TO IMPROVE THE EFFECTIVENESS OF  
SOUTH AFRICAN PROFESSIONAL ASSOCIATIONS 
QUESTIONNAIRE 
General Information 
1. What is the name of your association?  Please indicate the name in the 
field below.   
 
2. What is your name?  Please indicate your name the field below (optional).   
 
3. What is your position within the association?  Please indicate your 
position in the field below.    
 
4. How old is your association?  Please indicate the number of years in the 
field below.  
 
5. How many membership categories does your association have?   Please 
indicate the number of categories in the field below. 
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6. How many full members does your association have at the moment? 
Drop-down menu:  
 Less than 1,000  
 1,000 to 5,000 
 5,000 to 10,000 
 10,000 to 15,000 
 15,000 to 20,000 
 20,000 to 30,000 
 30,000 to 40,000 
 40,000 to 50,000 
 More than 50,000 
7. What average annual growth has your membership experienced over the 
past five years? (in % per annum)               
Drop-down menu:  
 negative growth 
 0-1% 
 1-2% 
 2-3% 
 3-4% 
 4-5% 
 5-6% 
 6-7% 
 7-8% 
 8-9% 
 9-10% 
 over 10% 
8. How many permanent employees do you have at the moment?  Please 
indicate the number in the field below. 
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9. How many temporary employees do you have at the moment?  Please 
indicate the number in the field below. 
 
10. What average staff turnover has your association experienced over the 
past two years, i.e. resignations of permanent staff per year?  Please 
indicate the number in the field below.  
 
11. What does the current composition of your staff look like in terms of their 
equity profile?  Please indicate the respective percentages (adding up to 
100%) in the fields below. 
% 
% 
% 
% 
12. What legal form does the association have?  Please chose the legal form 
from the list below or specify if it is not included below. 
 Section 21 
 Trust 
 Non-Profit Organisation (NPO) 
 Voluntary Association 
 Other, please specify in the field below 
 
 
 
B Black/ African  
C Coloured 
In Indian / Asian 
S White 
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13. What is the business model of the association?  Please choose one of the 
answers below. 
 Only membership association 
 Primarily surplus centre 
 Mix of membership association and surplus centre 
 Service-driven association 
14. In which sector / field is your association operating?  Please choose from 
the list below.   
Drop-down menu:  
 Agriculture 
 Construction 
 Education 
 Financial services 
 Government services 
 Health care 
 IT 
 Legal 
 Manufacturing 
 Medical 
 Mining 
 Trade 
 Transport / Logistics 
 Other, please specify in the field below 
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Self-Assessment of Effectiveness 
15. How do you define effectiveness?  Please indicate your definition in the 
field below. 
 
16. How would you rate the effectiveness of your association (as defined in 
Question 15) in terms of client service? 
 very ineffective  
 moderately ineffective 
 slightly ineffective 
 neutral  
 slightly effective  
 moderately effective 
 very effective 
17. How would you rate the effectiveness of your association (as defined in 
Question 15) in terms of financial impact? 
 very ineffective  
 moderately ineffective 
 slightly ineffective 
 neutral  
 slightly effective  
 moderately effective 
 very effective 
18. How would you rate the effectiveness of your association (as defined in 
Question 15) in terms of social impact? 
 very ineffective  
 moderately ineffective 
 slightly ineffective 
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 neutral  
 slightly effective  
 moderately effective 
 very effective 
19. In your opinion, which of the factors below affect the effectiveness of your 
association the most?  Please choose one or more of the following 
factors: 
 Employee Performance 
 Employee Motivation 
 Organisational Environment 
 Organisational Culture 
 Managerial Expertise 
 Creative Synergy, Multi-Ethnic and Racial Background. 
20. If you can identify any other factors that affect the effectiveness of your 
association, please indicate these factors in the field below. 
 
21. Do you use a “Balanced Scorecard Model” within your association?   
(The Balanced Scorecard Model is a framework to translate strategy into 
objectives and measures.  It includes the following four perspectives: financial, 
customer, internal process, and learning and growth) 
 Yes 
 No  
 Not aware 
 N/A 
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Environmental Characteristics 
22. Has your association successfully dealt with transformation, according 
to your perception?  
 Yes, fully 
 Yes, in part 
 I am not sure / I don’t know 
 No, partially at most 
 No, not at all 
23. Has your association put measures in place to facilitate transformation?   
 No 
 Yes – please specify the measures in the field below. 
 
24. South Africa faces skills shortages in various fields.  Does your 
association assist its members in this regard? 
 No 
 Yes, to find suitable staff 
 Yes, to find employment 
25. How strongly is your association affected by the social environment?   
Please indicate to what extent the following social factors affect your 
association. 
 Extremely Very Moderately Slightly Not at all 
Crime      
E      
Cultural 
Differences 
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Other, please 
describe “other” 
in the field 
below. 
     
 
 
26. How strongly is your association affected by the political environment?   
Please indicate to what extent the following political factors affect your 
association. 
 Extremely Very Moderately Slightly Not at all 
Political 
uncertainty 
     
Strikes      
Corruption      
Other, please 
describe “other” in 
the field below. 
     
      
 
27. How strongly is your association affected by the macroeconomic 
environment?   
Please indicate to what extent the following macroeconomic factors affect 
your association. 
 Extremely Very Moderately Slightly Not at all 
Unemployment      
Interest rates      
Inflation      
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Other, please 
describe “other” in 
the field below. 
     
 
 
Competitive Positional Advantage 
 
28. How many other professional bodies/associations in South Africa are 
there in the same field as your association?  Please indicate the number 
of other bodies in the field below. 
 
If you answered the question with none or zero, please go directly to 
question 35.  
29. To what extent do you agree or disagree with the following statement?   
“In relation to the other professional bodies in the same field, our 
association was the first one to be established in South Africa.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
30. To what extent do you agree or disagree with the following statement?   
“Our association is the largest professional body in our professional field 
in South Africa.” 
 Strongly Agree  
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 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
31. To what extent do you agree or disagree with the following statement?   
“Our relative position – compared to the other professional bodies in the 
same field in South Africa – changed positively over the past five years?” 
– (Considering factors like Membership growth, level of service provided, 
influence in respect of government, etc.)?  
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
32. Please indicate any other factors, if applicable, you consider relevant to 
question 31? 
 
 
33. To what extent do you agree or disagree with the following statement?   
“Our association has developed and/or introduced unique services for 
our members that are not offered by other professional bodies in South 
Africa operating in the same field.”   
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
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34. Please describe these unique services, if applicable? 
 
 
Re-Investment in Skills 
35. What percentage of your annual turnover do you re-invest on average in 
general membership skills development?  Please indicate the percentage 
in the field below. 
% 
36. What percentage of your annual turnover do you spend on average on 
staff training and their skills development?  Please indicate the 
percentage in the field below. 
% 
37. Does your association have its own continuing professional development 
(CPD)? 
 No 
 Yes 
Re-Investment in Physical Resources 
38. What percentage of your annual turnover do you spend on average on the 
following items?  Please indicate the percentage in the field below. 
Physical assets...............………………………………………..............
 .............
.%. 
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Office equipment............………………………………………..............
 .............
.%. 
Capital expenditure..................………………………………………....
 .............
.%. 
Buildings.............................……………………………………………....
 .............
.%. 
IT.........................................……………………………………………....
 .............
.%. 
Electronic communications (including social media and 
website)….........
 .............
.%. 
Technology to improve communication   and interaction with 
members...
 .............
.%. 
Barriers to Imitation of Resources and Skills 
39. To your knowledge, how many other professional bodies in your field 
have similar resources or skills? 
 None 
 Some of them  
 Most of them 
 All of them 
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 We are the only association in this field. 
40. How difficult is it to imitate the resources and skills of your association? 
 Extremely  
 Very  
 Moderately  
 Slightly  
 Not at all  
41. Have you taken active measures to prevent such imitation? 
 No 
 Yes – a strategic decision has been made to implement some measures. 
 Yes – some investments have been made to put the measures in place. 
 Yes – the implementation of such measures has been realised. 
42. Do you think that current legislation protects your resources and skills 
sufficiently? 
 Yes, I strongly agree 
 Yes, I agree. 
 I am undecided / not sure. 
 No, I disagree. 
 No, I strongly disagree. 
43. Please elaborate on your views regarding the current legal protection in 
the field below. 
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Sources of Competitive Advantage 
44. To what extent do you agree or disagree with the following statement?   
“Our association has competitive advantages over other professional 
bodies in the same field.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
45. To what extent do you agree or disagree with the following statement?  
“The credibility of our association is considerably higher than that of 
other professional bodies in your field.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
46. How intensively do you cooperate with other professional bodies? 
 Almost always  
 Often  
 Sometimes  
 Seldom  
 Never 
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Operations 
47. Does your association have a person specifically designated to 
operations (e.g. Chief Operations/Operating Officer (COO) or Director of 
Operations)? 
 Yes 
 No 
48. To what extent do you agree or disagree with the following statement?  
“The operational quality of our association requires some 
improvements.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree 
49. Please describe the improvement referred to in question 48? 
 
 
50. To what extent do you agree or disagree with the following statement?  
“The operational quality of our association is lower compared to other 
professional bodies in the same field, according to my perception.”   
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
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51. To what extent do you agree or disagree with the following statement?  
“Within our association, there is sufficient independence between 
strategy and operations.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
52. To what extent do you agree or disagree with the following statement?  
“Within our association, there is sufficient independence between the 
Board and operations.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
53. How would you describe the organisational structure of your 
association? 
 Very flat 
 Rather flat 
 Rather hierarchical 
 Very hierarchical 
Finance 
54. How much of the association’s revenue comes from membership fees?  
Please indicate the percentage in the field below. 
% 
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55. How much of the association’s revenue comes from the members through 
additional services offered to them?  Please indicate the percentage in 
the field below. 
% 
56. Which of the following other resources do you tap into?  Please choose 
from the list below (multiple answers possible). 
 Members 
 Private – donations 
 Businesses – advertisement 
 Businesses – sponsorship / contributions 
 Government  
 International organisations 
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Member Satisfaction & Services 
57. Does your association measure member satisfaction at regular intervals 
(e.g. through annual surveys)? 
 Yes (please continue with question 588)  
 No (please continue with question 59)  
58. If you answered YES, is member satisfaction measured independently (by 
an external consultant)? 
 Yes 
 No 
59. How do you rate your members’ satisfaction with your association? 
 very satisfied  
 satisfied  
 neither / I don’t know 
 dissatisfied  
 very dissatisfied   
60. Do you offer your members extended services (in addition to those 
traditionally expected from a professional body)? 
 No 
 Yes, please specify these additional services in the field below. 
 
61. To what extent do you agree or disagree with the following statement?  
“The service delivery process of our association is organised in a very 
centralised way.” 
 Strongly Agree  
 Agree  
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 Neutral 
 Disagree  
 Strongly Disagree  
 
Learning and Growth 
62. Does your association monitor what other professional bodies do in order 
to learn from their experiences and improve your own association? 
 Yes  
 No 
63. To what extent do you agree or disagree with the following statement?   
“Our organisation is a learning association that continuously tries to 
learn and improve.” 
 Strongly Agree  
 Agree  
 Neutral 
 Disagree  
 Strongly Disagree  
64. Does your association carry out the following types of research?   
 Never Rarely Sometimes Frequently 
Research for the benefit of the 
association itself 
    
Research for the benefit of the 
members 
    
Research for the benefit of the 
sector 
    
Research for the benefit of the 
country 
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Research international trends 
and developments 
    
Research on future 
developments and needs 
    
  
65. Does your association fully comply with King III? 
 Yes  
 No 
66. How would you describe the culture of your association? 
 Very traditional 
 Traditional  
 Middle-of-the-road 
 Evolving 
 Highly evolving 
Thank you very much for your participation! 
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APPENDIX B: ETHICS CLEARANCE FOR 
TREATISES/DISSERTATIONS/THESES 
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